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EDUCATKaiAL ADMINISTRATICN 



• TASK AHD EMPLOIEB ORIENTED STUBS 
OF BEHA17I0R IN SELECTED 
MHaiESCTA SCHOQI. 
ADOTNISTRATORS 



Martin Dtmcant B«A«f HtA«T« 
Mankato State University^ 1975 



How do differing styles of leadership behavior am<mg school 
adsdxiistrators affect group morale? This research t^tvdy utilised 
data collected from 30^ randosly selected Minnesota school district 
administrators. The subjects vere class^ified as task or eciploy«e 
oriented by the xosmnor in vhich thoy reacted to their least 
Preferred Covrorkor on the IPC Scale, a natienaTly used 16 iten 
SCTantic differential scale, EG?>loyee group morale ifas rated by 
the stabjocts on the 10 item Group Ataosphero scale. 

Analysis of data showed sigoificant diff ^cnce in grotq) atmosphere 
(GA) between those groups of eniployeec under task and ci^iployoe etidnted 
administrators. In addition, subject orientation appeared to change 
with increasing years of adisinistrative expeariencoi EErployee oriented^ 
elementary pri^oipals had significantly more years of administrative^^ 
experience and more current position years than did task oriented 
elementasry principals. 

The study concludes that eoroloyee groups morale is significantly 
different between task and employee oriented administrators, and 
recoonaends study c£ the integraiAve style of leadership behavior, 
which indicates the person's basic goil is the coordinaidcm of ^loyee 
needs and institutional requirraients. 
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PREFACE ' 

*U psdncoy idiose character jLs that sarked by every act which cay define 

a tyr^ty Is unfit to be the ruler of a free pooplet^ 

- « 

U«S« Deolara-^cGi of llndependence 

(lines 97-8) 

Any prince^ whose behavior Is thus xnarkedy by slnguLu" lack of 
concern for his esiployee;^^ disregard for ^Uie needs of his e!!rplqyoes^ or 
^failure to recognise responsibilities Inherent vlthln his position as 
leader^ Is thus unfit to be a school eocecutlve* For in no ot|ier area 
of ptiblio addnlstration^ does the requirement for partldpatoi^ decision- * 
naklng eociblne More Inpco^tantly with a necessary perception of the needs 
of eopl^es, as a particular concern In adcibnls'toatlon of ptiblic schooli« 
Thus 9 personally charged with the responsibility of exardning leadership 
style and its relationship to group atmosphere and support given by the 
esxplcqree* it beccmes the pturpose of this study to make a small, but 
hop^TtOly significant, contribution to the study ^ educational 
leadership. ' 

F* Itartin Duncan 
August, 1975 
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Cbaptar On« 



IHTECDUCTICM TO THE STDDT 



Chapter One IntroduceB leader behavior as the eubjeot of the 
study, presents the problen, its ±aportance and significance, and 
assutaptioQS and limitaticins vithin the sttidy. 

■ 

^ niTRODUCTIOH 



jUdstotle, la his Politics , described leadership idthin the 
dcnooratic process is leadership by the aany, vho in a group become 
the bottor leaden J 

For the mny, of when each incULvidiad is but an ordinary 
person, when they meet together cay very likely be bettor 
than the few good, i£ regarded not todividually but colloctive- 
3y , . . for each indi^ddual omoas the many has a share of 
virtue and ^pudonco, and when they moot togother, they beeoae 
in a manner one men, vho has many feet, and hands, and sonsesi 
that is a figuro odt' their Mind and disposition. Hence the laany 
are better judges. . • 

Hence the many beccne as one nan, the leader. The act. of leadership 

. singly or in groups, has been iKxanlned frcn the tl»e of I*o Tsu (the 

Tao Te Ching . 6,000 B.C.) to most recently, withto the last 50 years. 

The s^roHtog cost of piiblio leadership has precipitated concern and 

exanlnation of the adadnistraticn provided in the public sector. 

More recently, Fred E. Fiedler and the Personnel Research groups at 

the Universities of Illinois, Utah, and Washington have endeavored to 



^Aristotle, "politics," The Great Books «r the Western World. 
9 (Chicago, 1965), p. 
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. .. , 2 
d«tovib« t!i« behtfior lMd«ni» and hew tMk op «Bplc7M 0QPi«nt«d stylet 
of bahatlcr «£f«ot th* group In « d»ci8laa<«aklng tituatlon. Prm thcilP 
«c«k hM inrolTod « potglbls vBjnrar to ttio dtoand f or aeeonatabllltar la 
mcatSif MiIoctlcQ» For tho ptiblle »%mM to oonso « failvro In Ito 
tvial lad ontxr aotbod* of ttlooUng pdblXo ndiatnifftMtara, to vfaldi 
Fiodliv bas v^llod, 

ntttog tbo ma to tlw Ootdersbtp job bj aolootlcti «nd 
tnSjilag bus not been •peetaetOarly suecossftil. It Is surolx 
Msior to obugt a3sost anjrtMn^ in tbo job sittiatlcn tbaa « 
Mtn^s pMrsmali^ «zui bis iMd^trsMp stylo. blQT not trgrt tbta» 
to fit tbe lMd«3!«blp jeb to the aant^ 

CcBOfllniblr* th«Ei, tbs latljMto rssiOt of |)r«-ssa»etlen bj petrseiuaitgr 

and iMdsombip slgrlo mnOd bo tbo appolntaMat of socooutivas with a battar* 

than-goass ohanoa to boea&a an a£f aoUta adalnistvatop* 

Bteu witors hava also eoBMntad aboot the aotiTatim of croqp 
pavfoammca, and tha apparent inQonsistanoy In ourrent adaSni8tv»|/Ta 
theory, nhioh boiLds that c«»»ldoPatio?i for cnpXcyves (ooiaoyae o(rlentati<ti) 
ereatea effeotlTa grons> peKfoQ|pttMe« TSmphy, homrrer, ooncltided that 
"stqparlntaQdants who ax« asoeasi'veSy eonsidarate or are vozy laddng In 
eonsidaraUon are lesa likely to aotltato the.irertc grcop to ^roatar 
aotiflty and job perf ommee."? Tet» adslnifftaTatlTe theorists ^nre^mntSy 
advocating fanaan relatiens aklUa for acWUdstratoMt 

the noviMnt for a "dsMooratio** Xoadership* in the 1930*ala»d l^Ht 
reatatad In a -my loose 'ayatem of adidnistrati've oontroa* <wcbab]y the 



%zed Bf BiedXer, "Bnginear tl!e Jclb to Fit th9 M«uutgar,>* Earwd 
Bnalnass ReTlevy » ^3 (Sept., 1965)» 115« . . \ 

^laroiis D« Huvpliy. "SoBe'Dliasnslons of Xeadershlp Behavllir of 
School Stperintendooit!? in selaeted texas School Blstriots," BlsgertaUcn 
Abstracts . 3OA (1969)$ 5203, 
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most imrooliotlc aspect ©f 'de3SOOTatie* Icadorohip vas Its aastxmptlcn 
that the lead^^ was hot stxpposed to linpos© his personality op Idoas upeo 
as^ of hlo staff g"^ Holland goes on to remark that a good loader often 
Inspires his foUovort, "Tha charaet«:dntlc of the taraiaaed loader~-ofton 
fmnd in tho ndHtary, labor wad lnd\ictry~-d0 that ho loekc upon nieti- 
vatdng hi-^i group as a prinary roc^ensiblllty , , , this is called btsllding 
cpirit,"-5 Consta^itly, theot w» coo tho adslMfJtarator or loader as tho 
mn in tho Edddlo. To Holland and other v^tc^c, leadership mana ^ 
rospensibllity far notlvatdon acooptcd frca tho oonctltnonoyi and 
aeoountabillty accepted frcaa sisperlora, . 

The priiaary f ©cm of most reaoarch, imtil roccntly^ has boon tho , 
traits of » effective loaders, Mc«t*phot ot cencl^o that leadership 
traits follod to Identify off octivo loadcrohip, jBct as tho "■Uiraes make 
tho tern" approach failed to c^laln Hitter , IlMoollnl, and Stalin,^ The 
fact that no ono could ea^lain thooo loaders vdthorat offeetivo Icador- 
ohip "b^^dto, led to tho mirrcnt stisdy of ^'leader behavior" in a social 
systm. 

The stTtdy of leadership presents still another contradiction when 
we question tho fmctlms or roles of tho loader. For exmnpl#| many 
porsoQS do not cloitfly distinguish botwoen the loader and tho holder of a 

position "tdth status in the organlcjational hierarchy. Many persois tlma 

.y 

assicae that the holder of an Irsportant posltioo in tho hierarchy In, by 
^drtue of thatt a leadcor. Most bi^vloral scientists do not bold that 

How^trd K, Bollondi ^'Dosocratlo Loaderohipi Doos It Abrogate 
B»cutlve EooponGlbllity?" School E^oautivo, ?9 (N^t» 1959) # 77 • 

%o31and, p, 77. ^ 

^dgar L, Morphot ot al, Baoic Pid^oiploa/ CCTcepts md Is sues. 
Part Onot • Edjxgati CTal Orpml^cxtim cmd Admnlgtmtioii Ooj^eogte, R*actieea^ 
and Xcgnos I^nd ed\)'imgl^ood Cliff s, NJi ^oBtleo-HaXL, Im.^^M&ZT 
pp, 3E^=^ 




<vl«nr, tX'pbam? hts «t^t«apted to tfolvta tbia prflblm ^ msg«stiag la 
, «ff «ift tiuit iho tam lM<ier bgr restvleted to tita rola of ehaagf agmt mST 
1^ Iwm ox^axdMtlaa, It 

i« tba positicik* «ltliia thl« stociT' tbat leadarsldp ean ba pro?ided ligr asi 
i4HSjiii0toittior ill hlii Acts ffff w ft^t it flnlp e wi orgmttgittA ^ ng mlX m in 
Ms mets «8 a ehango itgont. -LMdershljp o«n piwrint or f&elUtate 
<^iaag«« - ' ■ " . ^ ■ . ■ ^ , 

' Iftiftt ft iMdeP is «nd vbat a leader does azie bath yevjr curotn t 
prcbleBiSt «sid tbe genex^ foeas of tMs etndjr* Ooe might eaQr» bgr nay of 
navrofiing: the Xbens^ that inftdie, e«tueatl«iua» posltloQal leadersblp is 
trnder atodsr here* Bar vbidi is aesnts |ntt>llo» as c^ipoeed to privatet 
•diteaticilal ma opposed to govenxmntalt pcnritloiuti m opposed to 
iiafomal leadership. ^ Hbore tbe traits approach failed to ocovelAte with 

' mtiiO^ this sttidjr etxanXned leader behavior in 

^ ^ • • j ... * 

a ffoolal flonstaDiy and tho onrrent theory that sta^e of behavior inpaots 
tqpari and ereatos atodf^^ 

juUfs atmnarlsed best the foeos of this stoidlsr idien he reasaxiced that 
the adtdxdstratoir xaooat ,r«eogii£Lse the professicnal status, northt and 
dignii^ otf tho toaehevs noricing vith hla, **i£ a {olzidLpal woold have ft 
deaoeratio fioricotation,"^ to his adslnistaratiTe ohox^s, tbis atvdj 
eocanined not the teiMcfaeirs bnb the orimtation or atjfie of the adndnistratoTt 
. as his sta^ of behavior bgrfx^^tieally affeets group aorale. . 

— — — - -v--^------- " - 

' Jones £t» Iiphatt» ^Leadeirship and Admlni8t3rati«ia,n Behavioral 
Scienee and Edq<»ticiaal Adsdpistr&tien , ed* Daniel S« Gi^Jtiths* The 
Stictsr-^hlrd YearbooSc of ,th9 Katicnal society for the Study of KdaeatLoa, 
Part H« CC^^Magot The U^Torsity of 

%rHin j« jtdlfSt "Ar« Adnlnistrative Coerpetenos and Dam^ 
Adsdniatratio^ Coiq>atibleTf RflSSP Solletln » k3 (April, 1959) f 80.- 



Group monlm varlos f^ot s<flio61 district tp dlstrlott and msy b# a 
ppodxwt of toteracticn betwow adDdaistrators and staff^-nay ba a 
product of dlfforing or boapgj^eous sl^as of behavior, E^thaticallyt 
grotqi moralo la se<ta as relai^ to the adnifbidstrator^'s stylet aa task* or 
«s9logree«-orlsntod« Variatloos in leader styles nay affect 1) group 
nora!^ as^^pereel^ed by adsdnlstratordt 2) axxbseqiieat group porfomance 
In ptbllo schools 9 3) achool-ccammlty relations ^ and k) school personnel 
practices* 

i 

STATEHEHT (F THE BSOBLEH j| 

Botr do diffoslBg staples of leadership behavior a»ong sohool 
adsiinlstrators affect grotQ> norale In the decision malclng slttiationT 
III this Instance, the eoolal system toKl^ Izyvestlgatlen vas the potbUo 
schools df fiQjtmesota, the actors idthln the s^tem were school 
adsdnlstrators. the decision making slttiatlon vas one In iMch 
adnlnistrators discuss prcblams, coqslore possible oonseqaences, and 
reach tentative declslans aboot problems. Group morale vas based on 
the quality cdT leador-taessber relations as perceived fay the leadert^ 
as detezmlned by the Group Atmosphere scale* ^ The task- or employee- 
oriented sl^es of behavior vere determined by the Least Fse^erred 
CcWorker SoalOt a projective personallify device developed by Fiedler 

TO ^ 

and assoolatef t*^ 



^AUta B* Posthtcnat *n90Rnatlve Data on. the L^st Preferred Co« 
Worker Scale (IPC) and the Groi^ Atmosphere Questionnaire (GA)f** 
Rational Technical Hrfcnnatlon Sorvlcei OrgandJ&atlonal Research, Utilv. 
0? wash., 1970, p. T, 

'•%roBi A Theogy cf Jjead&fablp Ef f eotivancss hy Fred E. Pi«dl«r, 
1967* • U8«d vLtb persdssico of MoGr«»p-Bill Boole Co. 
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In rtrAwim raeont v«sMreh vhloh lii7ftstigAt«d si^Io* oif lMd«r 

iMlUMior, it v«| f otmd that Fi«dl«r itnd his «««ool«tes had dealt 

almost axeX'osiysljr with aUltavar and IndostxiaJL studies of aanagett«ht« 

anthorl^, and the resiating gro«p effectlTsness^^ Fiedler, la 

diseossing the control and influenoe of the leader » oonacnts that» 

fjKtt a theoretical as well as azi inttiitiTe point of -wievi 
the interiHBrsonal r^tionship betHeen the leader and his 
group neobers is likely to hf the most inportant single -vari- 
able vhieh detenaines his power and influence.^ 

Uhiltt this study did not propose to exan^e the eff eotiveness of the 

eQ(plo!yee or adadnistrator groiqw in the ptibUo schools, it attonpted to 

detendne the effect of dif f erixig stjples of behaTior upon group morale 

within Hypothesis One« 

Current literature on leadership styles setms to also suggest that 

increasing years of aspezlenoo increases the adDdnistrAtors* tesdeney to 

be more task oriented, and less «gQ>loyee oriented. A study of author!- 

tarianisa (task-orientation) by Peterson shofred that the lefvel of 

authoritarianism was found to correlate positively with age."^ Seenan, 

in reviev^ng the literature, reported that nthe only significant treo&d 

is that 'old hands* • • • tend to report less initiatiBg structure and 

more domlnatloo, a measure of task-orientation,"^ , 



^-red E. Fiedler and Hartin M. Chemers. r>eadership and 
Effective Management (Gleawiew, Ht 5cott, Foresman and Co,,T97^f), 
p. 6f . ^ 

^ary D# Peterson, "Personality Authoritarianism and the 
Perceited lioadership Behavior of North Dakota Adoinistrators," 
Dissertation Abstracts . 29A (1968), 3812. , 

Kelvin S^eBbm, "A ConQMrisW of General and Speeiflo leader 
Behavi!or Dss<»it>ti«ns," leader BchaviVrt Its Description and Measureoient . 
eds. Ralph M. StogdiU & AlvSJi.E. Codtis. <Research Monogripi 88, Bureau 
of Business Research, Ohio State University, 19^), ij. 95. 



G«i«na37f tb« rosMreh WMaa to isaggast tltat laeriu»iii5 ariMrs 

jMO» Tbis stodSf iopugliMd botli tcM. ctt «^)«elcnoe and 7«ar9 in 
tli* ««an!wt well «t «g«t«i « possll^l* toiirott of vtaime% 

Bjrpartbdois ftoe* proposad that tbM apont in d«oiei«n«aa)di>g 

eonf«r«n6as affaotc taak and mefi-c^ avlmtatlon In sehooQL adadnlstvatora. 

3^ tLm spent Sit OG^ v 

«dm!Udirtarftto^ at;^ oT l}el)avl<ir» then it mui fait that. tk«re eonld ba 

« si0iifieant velatlmsfaip' batiiMa taak ttid ai^egrM ovianted tft^Oaa of 

battKYicvt and tba tlaa apent lia ecnfavanoav* 

./ . ■ ■ ' . . ,■ ■• ■ . ':r - 

Hypotfaeiaea 

Sypotheaia Onai T«dc and a^E^ioora* oariLantad atjlaa of behaTlor among . 
a<^cHDl adaiiid8t»titfa aff eet 
aitnata,«tt« 

Rnaothasia Twot Taak and anploiyaa ovlantad atylaa of htSuaixof 
anong school adninistrators ara aff aetad bgr adnlniatratlvia capariano*. 

agpothasja Tteaat Tiiaa apont in daciaion««aking eonftaraneaa aff aeis 
ta^ and aaqplognM oodantad s^plaa ef bahanrior» 

tha traight of avidanea frca raaaarch laads to tbo oonoltuifln that 
■Qira ean ba laaxnad about laadarahip "bgr emtaaring attantloti xapaa laadarahiy 
acts than npon laadeays, Tha easentlal al—fant in laadi^yahiia la that a;ota 
taka vlMM nhieh affaet bah«fio» »w3.4 fj^^ it baeaM iq>arUnt to tovastlgat* 

%oald F« Caispball, John E. Corbal3y, Jn» and John A* Raasagrar, 
fntgodoetioo to Edneational Idpdjilstayatton (3rd ad,} I Boatoni JO^yn and 
Baocti, inc., I9i56» p. 



*tfX9» h9h».'fXw, or «tyl«t of 'tiAetlcn" vtsXoh. •ff«ot behavior. Htnar 
init0t9 htiTo tondod to jto^t to two elixstoirs of beliAviorAl stylos nidoh 

been the focus of noet leadership research* These clusters of 
bohftvlor ttftTO boon labolod At «tiioer«tlo, «tithorit«ri^ tosk-orlontod* 
ond InltldLttng oa oao bind rmfmm donooratiq* oqiutlitorlanv poxnlsslYOt 
g[reap*oeUiitod» mi. oonsidoMto om tbo otbor, Tbo loader oltbor oan Miiiko 
dect8j.oii8 imd direct grov^ aea& or he esii share decision nakihg and . 
coordinating of events with the i«nb«rs of his groiip« i^He can use thai 
proverbial stick or the equally proverbial carrot for motivating his 
Msttberst All theee methods t and anar ccnbinatlon of theoi» have woidced lit 
some situations* • • • The problem of lAat constitutes the best leadership 
style has* In. f Actf^ been one of the Wjor; controversies In the area*^^ 

this study did not prpp<Mie to dJl^e ^the best leadership st:^e>^ 

but to einualne behavior in the decision making situation* As Jacob 

Getsels points out* r. 

to lead Is to engage In an act vhlch Initiates a structure 
In interaction vlth others # and to folloYir la to engage In an , 
act which mint^ins A staraotuTe initiated by * * the 

. nature of the relationship depends upon the operating lead^rr 
shipKfoUourershlp stories In the particular social system*-'-^ > 

IiOadershlp style may be said to define the nature of the relationship* ^ 

as style relates to and inpacts t^on the decision making situation 

between adifiinistrmtora* In the area pifl>llc school adndnletratlon* 

* ■ ■ ■ ■ ■ . 

▼ory Uttlo rosoareb bas boon ottoaptod iriblcb oooadnos loadorsblp stylo 
in rolotion to gtir«n loriablosi group otnospborot yotrs of «dodnl8tr«tiro 



i^rod B# Fiodlor, A thoary of l.oodorohlp Btfoetlveness . (Now 
Tortct HoGrwmiX Book Co.7 1967) » Pi W 

^^Jocob V. Got«ols, JABOS H* Xlpbaai, «Rd Roold Ft Ci«i>boll» 
Edttcotional Administration os a Social Proeoss. (Noir torici ^ Earpor & 
Row, 196tJ), p. 1^5. ' " f 



vxptofimemt and tine cpent in dttclslon Mldng eonferenoas, Hanjr iixdt«ra 
«<Kn to tblbk tliete vaxiablw nay b« ibote iMeh to * lArgo SMimro 
«£foot tbo dcoision osakliig otylM of tho tohool iKoeutlTOt «nd dlnctly 
tiTfoet girotqp pevf aVBumoor «ad aeihool cosainnlty rolations* Th« Importimeo 

tliis atxtSTf tlMKn* Ity in its eKiaiMitiati of fffwp ataosphero, «« 
poiwolvod tMk and oe^losTBO orio^ 

7he study bM iiiQ>Iieaticii8 for adadnistration, in tliat tho vesxHta 
piroaont a doaoription of loadersMp sidles itoong rarying ecnditions of 
groop voralo iMeh oonld bo appllod to school aotivmtiott pVaotleoB, to 
perscnnal >ianag«H«nt» to ptiblio roXatlcns' off ort«» and 1^ tlie ooneom tap 
partloipatory d«<d.8iQa Mildng, 

■ - . - , « .1 ^ ■ ■ ■ 

%Tb« Tariablos af footing oaeh task within a sehooX dlstxlct aro 
assmed to ba hoiogeneons aaong slnilar3y sised sohooX distriots* 

UHITATIORS 

larAtatlcn Onot The totid tmiTorse fron vhioh tho sample -ms dravn 
Has arostvioted to idl Minnesota school distxlets United to throe adoinistratorsi 

linitatim Twoi The (laality <if leader-«eid)er relations, inter* 
prated as group noraloi wis United to gron^ atmosphere as perceived by 
the adodnistrators vLthin ^ district* 

DEFINITIONS 

leadershipt ^ The influencing of the aotions, behaviors, beUefs, 
and feelings of one actor in a social ^fstett by another actor vith the 

l^Koephat, p. VS., 
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' loftdCTghlp Stylei ^ B«h*tior of an individual Which d«serib«i a 
■oUvating it«ed~striictur* of that inditldual in tBXiaaa leadership 
sijbiuitiflnt. V 

Taok QpicntatAon i Bahavior of an incULvidual nhieh indieatta th» 
paraon'a basio goal it 'to aoeonpllsh tho task, and dariro solf-estaM 
fron •ttceaisftd. «ehio7Ment» as dotondnad bj ^ laast prafarrad Co* 
Woricar scala (IPC)", 

Employaa Orientationi fieha^vlor of an inditidual nhieh Indieatas 
tha i»araoti»0 basic goal i» to hava strong amotional and affactira tias . 
witb others, and to derlTa salt*«tta«Bi from snooessfta hanan relations 
.efforts as detettdned b;^. the least Preferred Ci*foricer Scale (IPC) » 

IntegratiTe orientatiori i BahAifiop of an individual which indicates 
the person's basic goal is the coordination of eoployee needs and 
institutional requji^ents* 

Gyqup Ataois^herei A rat«d perception of the quality of laaderr 
aenber zvlatioos, as peroeiTod by the sbl^ool district adainistrator on 
the Grotrp iiplosphare seal«« 

Decision Halcing Situationt A Conference situation in -which two w 
■ore actdrs eoceroise .laadarship within the sodial system by influ«aoing 
actions, behaviors, beUafs, and feelings with the wirUng cooperation 
of tha «etor baing influenced, 

CRSANIZATiaM <F TUB STODT 

Chapter One introduces the study of leadership behavior, tha 
stataMant of the problea. Importance, asstuptlons, and llttltations of 



V , . ■ '■,.•31 

Vif ttn^sr* ChapUr Tko r«vi«firs related IXtwAxof idth •siwelal- cophasl* 
«n Stoditaltt iMderfAdp Styl*} TM)e>ad Eogplogni* crlenUUcni Grenp i 
Mca?«l«« Chapter Tlu^ lorttmts th» Mff««)roli 
iBiitrttMntsr and analyid.t proeadorM. Chapter iPovtr pretenta the 
reaeerob f Indiaga* oivganlMd hy noannative data for the attiid^ and data tee 
eadx «r the three h^potheaea. Chapter Five ooneladea the study with a 
otDBBazy ot the problm fiitd5j^8« ocneltudons* and areecnaendatlcns for 
reseereh and reotawinJatlooa for adndnlstratlTe tbeoorgr, 
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Chaptor Two 



REVIEV OP RELA,TED UTER&TDRB 

Chftpt«r Two pi*es«at8 an otrarvlw of past leaderablp studies wfaloh 
hftvo atteapted to deal with what a leader is and what a leader does* 
ThiiB orerrieir Is followed by a review of task and enployee oriented 
beharlor, group norale* and the declslon-mking situation* A nxmsMrj 
concludes the review of related llterattore* 

SyODIES IH EBADERSBIP STXIS 

EarlL«r studies InTestlgated "denocrai^ and "autocracy** as 
dbsqrved behavior In groups* lewln and lAppltt, In 1958, concluded 
f roa observatton and analysis* that there were in the autocratic group, 
1) higher tension* 2) a feeling of "I'ness," 3) 30 times nore hostility 
oonpared to the dsMocratiLc. group and if) disorganisation when authority 
was removed* The denocratic grotqM* on the other hand* demonstrated 
1) more cooperative behavior* 2) an objective attitud^* 3) higher 
conatructiveness and ik) a higher degpree of unity.^ in a later study 
of group behavior* Haythom studied auldioritarlan and equalltarlan leaders, 
ancl followers* He concluded that the behavior of individuals in groups 

%urt Lewin and Ronald Uppltt* "An Ejcp«ri««ntal Approach to the 
Stttdy o(f Autocracy and Denocraeyi A Preli»J«ary Note*" Soeioaotry. 
1 (January^ 1933)* 298-99* 



12 

21 



If d«p<nd«it on tU* p^raeniOiti^s of otbe<> ecaap mmtowB, • .th« 
Wiayior of l«*d«r« !«, to * «l«nlfte«it dtgrat, « fwioticii of tho 
*tmttfes or j&«r»0Mllty chwacti^ 

Bwt tli«s« otrly •tudlos f flOAod hwiTUy oo pur* bbsorwUcn «a « 
■aitliod of «ii«3.y«ls and desorlptLjon* Snring tho 1950*«, tlio tndt* 
•pproftoh la tho soojUd soi«no«8 boeano ixrodocdnant, la order to olaatlfy 
a^er t^batior traiti^ Htogcihm at at tho OHo Stato Unirorsl't^' 
P«(r»oim»l B«8o«voh group oroatod tho liaadcr Boha^ccr Deacriptlon 
QUMUonnairo (IBM) lAich Idoatlfiod nlao dinensloiui of iMdor 
t)*h«»lori X) SatograttOD, 2) odwantoaUoia^ 3) prodttotlcn oatphasls, 
4) raprosoatation, 5) ftwUmiUation, 6) organlaiatiaav 7) oval«ati<a, ^ 
8) lal€iatlon, and 9) dooIaatLca, Thoae nlaa aroas providod a fvaao^ 
work for tho coHwU<m of apooifio itoMS of loadtar liobavlor which irara 
Ut«r olosaU ttxaadaad, and (geoiipod lato tiio cQiiiMilmsi Cotwida^ 
and initutlng Straotiira*^ 

HotfofTcp, in tvTlag to dasetlba bafaaTior of loadoam, Beu^phill 
oonoludad tliatt 

the ooii*ld«raTila numbor of largo diff«r«neas botwoen 
cowraapondlns paiwi of ooirr»latLon coofficionta mUca it 
cloas? tiigit loaders t«nd to viatia or doscrlbo thoir cm 
bahavicr differently than svibordlnates dttcritw and otaloata 
the behavior of leAdara*^ 

fi«ijrtlio«n at la* MTba Effeota of Vwgritig Cctoblnaticap of 
Atttboritarian tad EgtSjCl-carltii teadera and poUo»r«r»,»» Joornftl of 
Atnottgal and sociel Paycholory, 53 (1956)» Zm, "~ 

^ ^J6hn K* BoB^Mll and XMA t, coons, xpavvlopiint of tha 
I^ar Boiuwlop Descriptioo Questionn«ira,« tead^r Bebaviori Its 
Pascripticn and .Metsigeaeat , ads. Ralph Stosdm and AlYln E. Cociui, 
°(iia»OM?ch MonograpiJ fc<i, Btoraau of Busiaaa* RasMToh, Ohio SUta 
Btoiireafiity, 1957) pp» 6*38. 

^(wqphllX and cooMi pp, 
%«qEdbUX aad CooQia, p* 19f 
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KovplQrt In ipiotb«]* stSsdy of tha I£PQ« investigated behavior hy tvo 
dIbMiudond of leader belukTlisri 1) toleraitee of j^reedotf and role MtmapUm, 
and 2) epnslderai^on. and production eophasis. Kurp}^ f ocood "a staff's 
deeerlptim of tbe behavior of a echool ei^perintendent is nore aectirate . 
than the stq>ezlnt«ident*s description of his am behavior*"^ 

Gonseqiientlyf it mis detendzied that the ISDQ device vas only valid 
«i an obsemtionaX device of perceived traits of leader behavictr, 
Woridng concnrrently vith the XMo Farsoimel group, the personnel Research 
Group at thep tlniver8it3r of WasMngton developod the Least preferred Co- 
Worker Scale jClPC)*^ A^ojeotive device iMch enables a subject to project 

Ms int<nnal feeling »'attit|des« TslQes. txr needs to a cowrorker.* Thos, 

' : ! . 

the sxibjeot uneonscdoaslsr reveals hlnself as he reacts to his least . 
preferred ooHOElcer« 

S^Md S« Fiedl«^• in using^ th»^ Preferred CcftToxker Scale* 
(IfC)» developed his Contingenofy Hodel HbBor^ which examined the 
control .and influenco of business eoRMsutives, Bre|fly susnarised, the 
Centlngenoj Hodel proposes that the effectiveness of an exocativo is 
contingent ttpon 1) lii^d&t^maib^ raXatiottSp 2) tht task stoiiotur#i «nd 
3) positlcm poweTf^ vbich tog#tb«r eireato Vbm favobablMosd of the 
alttatlon in iMcb the adolnistrator fimctlons. thvs^ the off octivenesft 
of « grot]p co^jf>rg«nizatlciit 

^arctis D* Hurpliiyt ^So&b Bioiomiions of Loadooi^shlp BtibAjlov at 
school StipeMntondcnts in Selected Texas school Dicrtxdqts," Dlscertaticn 
Abstracts . 3^3!M3^9) 5203t' ^ 

'ipired E# Fiedler, A Theory of ^dorsblp Rffectlvenese (New Xorkt 
KcGwwHjm Book Co.t, 1967T# 

%red Bi Fiedler and Martin If. Chettera« tead^ghip and I^^fective 
Hanageiamt (Glinrlwr, 3Xt Scott, Forttt»n & Co. , 15r?4) , ppJ^m^O^ 

*^ . . 
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cl«p«9da trpon the iprcp&t Btatoti betvem tbo loader** 
perffCfuOlty md th* dGgvee to iMeb tbft >itii&tlca provides 
Ma oontroX and inn.tienQe* • •task notlvated leaders tend to 
perf oim best in reiy favorable and unfavorable situations lAile 
r«latiORship-Rotlvated lea^lers perfom best in noderately 
favorable situations,^ 

In a test of, Ms ceotlngtocy tbeoorj, Fiedler and the Belgian Haty 

■ * 

tested idietber ctilturaXly hcaogeoeous task groups voqid perfoom 
significantly better .than heterogeneous task grotqss on three types of 
taaks.3.0 Ha found that, 

« • .groins under aana^ng, taskHsontrolUng (Lou ifC) 
leaders perf ormcd best in yerjr favorable groap-task situaticn* 
as veil as in group-tai^ situations vhioh wore relatively un- 
favorable or very unfavoriible, PewdLssive, conDiderate, groiqh- 
oilented (HiQh £pcf) perfonaed best in situaticns intenaedlato 
in favorabloness,-"- 



Fiedler's ••contingency Kodel** Thaoxy, thm« postuiatea that the 
•ff ectlveness of a groi^ is eoatlxigent upon the relationships betweei) 
«leadersMp g^sjfU and the degree to iMi^h' the gronfqp iiittiatiob enables % 
the leader to eucert influence.**-^ TMs stiidy, although not^cocoalnlng 
tbof eff eetivuness of school adnlnistrators or the performance of school 
ei^loyees, is indebted to the work of Feidler and his associates* 



Variables Aff ectim^ Xeadcrship 



Other studies of leaders h i p style have etteapted to ezaidAe 
various variables in relaUon to the behavioral s^e of administrators. 

■ \ 

9fusi» ^ et^^ p m. • 

^^ed.E* Fiedler, "The Effect of leadership and cultural Hetero- 
geneity on Group Perforaaaieo," Journal of EgperiBcntffcl social Payehology , 
2 (July, 196^) 237-6*, . ^ ^ ^ 

Fiedler, "Bffest of 3>adership,» pp, Zyt*^. 

l%iedl«r, Theory ^ p* 15, 
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Earroll itudlad* iMdersblp BtHii and InnorfttDon, and f omnd t]i«r« vaa « 
tend«nQ7 f «r «ppran»atel7 two-thirds of Iho principals h^oso personal 
obaraotarlstlcs varo Inclined tcward an Idiograpide osrlentatlon [ec^>l<^a< 
<«d«atod] , and an open belief syatea; • .."''^ to be In sdiools vlth « 
hleh state of innovation* * 

olson studied tbe congruence and .dissonance of envlroniadnt vlth 
tbe needs of the Individual, i|nd found the nost effective leaders vore 
sigolf icantSy aoqne eongment ulth tholr acadccdo environment than the 
least-efTective lisaders,*'-''' 

EldeU et ad« studied the anthority structure wLthin control, BUltl- 
unlty and Individual Prescribed Instruatlon (IHE) schools. Control 
schools had principals "as the predoednant euthori^ figure In a . 
consultive relationship"^^ T&ere classroo. InstruoUon dedsioui ver« 
Made, Unltiaed and iDPI schools, on the other hand, "iriiew a elgnlfleanb 
■ofiMsant f ron oonsultive i^rp^M of Authority relations to a sore 
partldpatlTo tjrpd of relatictiahip.**^^ 



SchooX Pr±adLpal« m Related to Solf-Percoption their L^od^rehip 
StylOy Eollof S79tefiis# Bof^onco Grouo Idontiflcation« mi Valuo 
Systoa Oxl«ntatlon,w niaoa^taid.on Abstyaeto^ 33A (197^) Z6^?. 

VattcmG ^ y.€:^cid&)tm^^ ' Bo^K^^g » ^(Jim^l^ Hit x£t^oia state 

univorcatyt aWyTpTly • 

•^^eiwy !• j^dell ^ flGL» Xnn<mtivene5« and the py,.?a?^lsaticiiil 
Attadteutca ^of t^c!idol0> (B^cno^ C^i Contcs* Advmiecd Stmly cij: 
Ectaeai&icnal Ad:ftiiicta!*a1Acii» 1969) • Pajpta? prwented at Synpooiisa It 6 
Xnnongrativonddo and the Organisaticoal Atta^ibutes of SohoolSt AERA Axmntl 
Hettdbsct lot Angele^i Cit .19^9» p# 

3.%ide31 et ia«9 ppt D-^#.' 
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In a st\3()y aS eoployieo satitf tetlon,^ Grassla and Carss dlvldi^ 

toaehvrs Into non-3vofassloiuil and pcrof«s8lonal*-orlentatlon gronqaa of 

Stib;)«ets (S») vbo rated th^ eehools. m oXlnate, bureaucracy, and 

aatiafactlcn. They found the prof esslcnal-orlentation group were ablt 

to axpraas aatisfaetlcn "in a catting ejiaracterlsed by eonslderato and 

trustfta leadership"^'' to the abfenoa of a rigid hierarchy o£ authority 

and dotaaied organisational constKdnt. However, Grasoio and Carea felt 

' that nodif icatlcna to atructure and leadc^chip qaaUty would not Inprwre 

«atl8f4cticn to the'ncn-profeasicnal oricntatl<)tt group and sight reduce 

tha a/usfacticn of the other groop.^^ ^ ^ „ 

Reiearcfe of training to Ixaprove huaam rolationa fkHls waa 

reported by Fiedler, who concluded that trailing an todividual to 

bfhaTo to a considerate or employee-centored mmer wasi^ tooff eotlTo, 

Hie data suggested that an todividual's belw^ is deteicnalnad largely 

by the motivational system and the de^oo to wldioh the' pardon's . . 

attainment of goals la secure oo? ttareatened.-''^ Ha concluded that, 

providtog todividusaa w^th skins, be they to improve 
hnaan isolations or toslaaical conpetonee, may tocreace the 
eltuati^al favorablonbos and to this way bi^s ahout changes- 
to loadorcMp bohavlor. This aeans that loadoroMp trfdnlng 
should result to hotter pcatfemanco for sesM, and to pocrer 
perfonaanco for other leaders. Recent reseiM«oh does, to fact 
show this to be the case.^O , 



l?McCrae C. Grassie and Brian W» Carso, «3cheol Structure, 
teadersMp Quality, and Teacher SaldLsf action," Kdueat-ienal Adialnlstration 
gu^gtorly . 9 (Wtoter, 19?^), 2^. 

l%ra88lo and Carss, p, •25* 

•^%rod E. Fiedler, "Personality, Motivational Systons, and 
Bahavior of High and Low UPC Peraons," E tiaan^ Relationa. 25 (llovenSber, 

^^lmll«p, "PersonaHty," p. 



■iiiXIx-ii^'^: to otlw irazlia>le9, web «8 innovrntiott, eongpttanee and 

•attsfaoUon, and training for hwum 3?«lftttoii5 skiXU. OtJwr PeoMted 
lit«patp*< »^ atten^rts to dworibo b«hairlai?al atylo Iqr 

<Me» Bescriigtions of Bohacvlcttsal St3rl» 

Gots^ and (ivb&,^ in 195?. fi3»t proseatod their aodel of 
bdbatior In a social ayatem, in «!dcih they proposad tiiat «o»t , 
liehavicoo falLi idthSn tha nomothe^e or itliiQgraphio dinaasioos, 
Thoy described these dixqeasions as aaadjilslng the role and voXm 

, ' . • - : • ' . ^. . ■ < ■ . 

aajtaotaticnft (aoatothetLoX or lucclaising pertto^aSjlty end need-^spositlona 
(idiograiMc) , Their aodaL also depicted grotjp noi^« as rasttltlng ^ 
fotflinga of belong^ 

■■ iktbin th^ - , ' - 

inother stndy, Thaoey X-The«pj T of Douglas McGrego»^3 proposes 
thit aanagers ire either task or eoployee oriented» respeotbrelyt in 
tbel^ behairioral orientation toiiard eaiployeest Blake and Hoixtoa in ^ 
mmafftfisl ggic^ propose a 1, I to 9, 9 grid of hebairior in *ftich oanagemi 
are task orlainted in the 9. X position, employee oriented in the 1» 9 
position, tftwre Getsels and Gtiba hypothesised that effect ^ 
wnagerii^ beha-vior integrated the aotivational needs of leiplflyees 



^J, W. 6et«el« and B. G, GiJba, "Social Behavi^^ and the 
AdidMlstratiye Process>»' School Revieg. 65 (Winter, 1957) **23-'Wl. 

^eisels and Gtflja, pp. if3^40» 

^^Wglas HoGgegor. The Htawn Side ^^c^ Enterprise (Neir Yorict 
MeGvaH^Bill, I960). . ^ ^ 

^Itdbert R. Blake tad inm S. Mouton. The Managerial Grid 
(Honstoni GtOf Ii3iblishing Co.» 196'>)# 



behftvior (^4 Inde^ integrate reqiJireBiente, 

M ixreposed in TheoiiT' I bx HoQreger* 

H«re reeentlT* s«rglovit»ni end Cexrer^^ dieouseed the notlvetlon 

needs o(f elcNrare eeflkein and anaispoasibilit^ ^ 

Cioswe aeekegs pri««il3y interested in ececopUshnent, 
eoaiHISic©, pride «»d recognition, • • ,Responaibility seekere 
«?e primarily interested in rasp<«sibility and personel 
growth, , , .closOT-e seekers are largely task-oriented. • .have 
relAtitreiy specialised ccotpeteneies and olci33,s. . , .Responsibilltisr 
aeekers, <« the other hand* , tJtfe awe interested ife 
fessional people than in professional content, while closure 
aeekers work rery hard to keep np in thoir areas of 
apeeialitatim, responsibility seekers are idlling to 
less titi» in keeping wp but noire time in developing inter- 
personal and erganiitationai skills , (tjnderlinang nine)*** \ 

Thus, the Kotivational needs of a leader are a of describing the 
person's behaidoval starlo* 

Sergiotanni, Motsofus, and Bwdan invesUgated teacher preferences 
for leadership style, and la?pothesi«ed that stylo preferences wotad 
varx nith the need (avoidtmce or approach) orientations of teachers . 
They found, that lAatever the need orientation type, "teachers seen to 
prefer integrative leadership styles characterised by .both initiating 
stmetnre (systems orientation) and consideration (parson orientation) 



'^^hoiaas J, Sesrgiovanni and Fred C, Carver, The New School 
Exectttivei A. Theory of Administration (New Torkt Dodd, Mead £ Co, , 
1973># 

2^ergiovanni and Carver, p. 82, 

* 27ThoBias J. SePgiovanni, Richard Matacus, and Larry Burden, 
"Toiiard a particularistic Approach to Leadership Stylei Soae Findings," 
Sdttcatiogal AdBdnistration Abstracts /^ (P*ll, 1969) 5'^• 
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daifiaitioo of 4nt«fir»tiv« ortentntion (p*gi 13,)i « descyipfclon of » 
tli» behiraior of ftdsdolstvatopff located in the middle ('scksqad ind third 
Quartiles) of the IPC distrt-bution* 

In amnaxT, thtn» we can see Ibbat other deseripUflQe of boha^d«r«l 
style, «s related to aotivatlonal need, ineltide, no^othetic-idiographio, 
theor^r X-^heor7 Tt olosvire or responsibilitar eeeleers, integrative* or as 
charaoterisod by positioa cn'the aonagorlal grid. Earlier studies of 
dwAooraoy-ATitoeracy in the organisation failed to identify vhat a lo^^ 
does, as did -Ute traits approach of the i950'8« Observation and 
description of behavior failed to can*elate tdth the true, personality 
needs-disposition 0f the adsdnistratar. And the Contingency Kcdel 
proposed that pOMrer* leader^nenber relations, and task struotitfe 
detendned th^ eff eetin^ess of a nanag^, other variables relating to 
leadership sl^le have been disonssed, and n«tet task and esiployee 
orientation are revieired, 

7ASS. AND WPIXJTES CQXEHTATICII 

Ta^ orientation indicates the person** basic goal is achieveiaent 
tdiere enployee orientation indicates the need to have personal relaiion*- 
ships idth (Noployees* 

Boyle and Ahlbrand sttidied task- foid hunan relations-oriented 
leadi»*s and the relationship of their orientatian to group prodnctivity; 
jaeastired by gmeration of ideas in an instmetional problen-solvlng 
«xperitt«nt« !Chey found the htoun relations-oriented principals to be 
aore sv^portlve of teacher's ideas "while task-oriented principals ^ 
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are mwe critical (non-!*in:5jpoartivo) of teacher's ideaSgW^' 

Where Dqsrle and AKLbrand studied only the crlelitatlGsiy Maher ettuiled 
teacher cacpectatlons and perceptlone <^ principal leadership behavior 
in collective xv^gotiatlonst and found their perceptions of behaviog to ♦ 
to inacctoratoc Inportantlyy Halier cosicluded that. 



Role'-personkllt^jc<3nfllct is pres«it in t^io leadership 
behavior dtiiaticci of eiementary school prinelBals regard- ^ 
less p£ the collective negotiations sitmtioji.^'^ 

Tpach&r perceptions of behavior in negotiations sitnations are inaccurate* 
Eole-^personality conflict appears to be present in some situations, Wxtle 
task or eniployeo orl^tation creates varying levels of perceived support 
for ideas#3® . - . , 

On the other hand, Sampson investigated Fiedler's conception of leader 
orientation by coiaparing groiq>s mith leaders oriented tocvard t^ sooicnetzdo 
stars of the group with groups whose leaders were orlentod toward their , 
sodometrlc isolates. Be found that grorqps le<l by tndneirs oriented 
toward most-Uked group meohers wore nocre off eotive*^ln terms of member 
eajjj^aotlon and groi^ aoliievetaent, than were^groups led by jbsr^ers oorlmted 
tonard least-Uked group "meinbera.^^ Howevor, Sawpscn's stxidy of groap 
off ©etlvesness shods Uttlo light on th» oonoept of taflJc and employe© orienta- 
tion, bxrfc does indicate that high IPC persons have effective gror^ porf omiaace. 



2%ayne J. Doyle and vrilUaa P, Ahlbrand, "Hierarchical Gtfoup 
Perf oTTBanco and Leader Orientation," Edooational Adtainistratlcai Abstracts . 
9 (Winter, 197^) ^5. 

29EdMard J, Maher, "An Analjrsis of the Leadership Behavior of 
Elementary School principals as perceived by School Persormol in 
Selected Collective Negotiations Sitiiatlons," Dissertation Abstracts , 
331 (1972) 2660, 

^^Doyle and Ahlbrand, p. 45, , - 

3lEclward B. Sampson, "Leader Orientation and the T-Groi?) 
Effectiveness," Edacatiotial Adadnistration Abstracts , 8 (Spring, 

1973) 59. 
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Tho Least prtf erred Col^otricep Scale (IPC) ia*d^slgned to give « 

■efsiare of tii« notiyatlonol^iieeds ^tl^ a petwonif tMeh oroAte 

behavior or "aetdton" ulthiii two dWisions, • The siflsje^ Is asked to 

rate hla least preferred coworker cm a 16 Item ceneantic diff erentUl 

scale* f^raa vhioh an avcfraged score jglaees the cnibjeot as high or loir 

, ■ ■ ■ -> 
IfC* Wo can ^auallzo the high IPC IndLvld^ («bo perceives hie 

least preferred oomai^er in a favorable wimier) as a persco vho 
derives his major satlsf potion frm ffaeeessful interpersonal relation- 
ships. On the other hand* the loir ipc subject porodives %l9 LPC in a 
■vesgr toifavorab^e aarmer, and be is a person vfao derives ntajor satisfaction 
flroia task perf oinanoe*^ ■ ■ ^ \ 

Task or eoploiyee orientation is not a neasnre of the teacher 
perceptions of adnini^tratiye behavion, -as in Haher's stndy, nor is it 
jq>eeificall7 a aeasure of si^ort for Wtchers* as in OoiyIc(ji^ Ahlbrand**^ 
research* Task or esqc^cgree or^^tatient as meastsred 1^ acc^tance^cr 
rejeotlon of a. least preferred coworker, is. an orientation tcward the 
role expectations^task) of the J<A> or personality need-dispositions of 



the enqplogrees. 



I GROUP HGRALB 

/ ■ 

This study has defined groKQ> ataosph^e as a rated perception of 
i^e qnaUt^rt of leaderMMober relations* as jiercelved by the school district 
adninistratov on the Group Atnosphere soale. Grc«ip aorale then is 
synonsarans wltk grooq> atmosphere. The level of affective leader-saenber 
relations is defibied by aeans of group ataospbere scale, ''a bl-polor 



3%'iedlor J Theory , pp. *5-6« 
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adJeotlvB scale elndlor . to tha Semontio tflJCfwaatlai, on ^ch th« 

iMder Is asked to desozlbci, tho eUiuto of his gro\9«**33 y 

Fishbola «t sl*f in « rwsoat study, inrostigatod loiiderahip effoetif^ 

noss, and found th«t, / , 

tho l«ad«PrnBinb«p iffsetivo relation was. » /.the aost 
inportant siugla detersiim^ CS*s) Qcq>oetatd.on8 about 
tho most offectivo leader's boha^^opt in all caoos» the 
affoctivo-polaticns diaensicn accounted f or/nodpo than 505^ 
of tho ocsatpollod vai?ianco in those expoctjiiticins [jn laboratjcxry 
sittistica» Ss asked to estitaato loader bo)uivic^ . 

Frod Fishbeln, it eocOd be oaneluded that aff ootivo loador-oenber 

/' ) ■ 

relations aro hypotbotieallj a large eleoo^ of leadership effectiToness. 

But grojq> morale, according to Morphot^ jl,35 appears to be a ftmotien 

of how ve31 the sdhool neets indi-viduia needs, and whether the foznal, ,^ 

ca*ganizati<n has established goals accepted by aU the actors, 

Sach ±Dforaal grot9> has two principal goalsi ^ot^ 
achieToaient and ^oc^ aaintenance, Each groop defines its 
own aohi«f7^Gnt goals. The group maintenanco goal is attidned ' 
when both group and individuol noodc are siibstaatiaUy net 
and ROBibca^s got Mtisf^ction frm^oixp nesi^ Uhon a 

group contdnuos to attain its two prirsory gonls, the aorale 
is highi but if it fails the noralo is low,3o 

Moi!l>het Qt.^ oontinue by pointing oub that a fcmial organization without 
goals, accepted hy its iKsabers, has no authority and the "morale of the 
actors in this orgaataotion is low. "37 



3^iedler, "Effect of Leadership^" p, 250. 

3''Martin Fishbtdn et , "A Consideration of Two Assuaptlons 
ljndor3yins Fiedler's Continsen<^ Model for Predietion of loadcrship 
EffeeidTeness," AtgeriLcan, Journal of Psycholcty . 82 (Deconber, I969) 467. 

35Bdgar I. Morphot £t al, Basic Prinoiplos. Concepto. and laoues . 
Part One Edttcation^ crgfaxlgaticn end Acbi2aigtra,ta.cn (2ad od.)i En^Swoocf 
cEffs, IWi Preatleo-Hall, inc., 1^', 

3^oi?phet gt al.,.pp. 
35iforphet ftj^gX.* P» 1^5. 
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MMt biit>«lat#d to lioir well iim school »#«t8«liidlTti^iid needs i«d tm» 

MtaSbliahs^gt^ seeepted "by «iBdbers» In texms of olioste, «s a seMurt 

of soralo, Gsrsssio sad Csrsf fojnid tfast aors of the schocOs in theijp 

stiidy hsd olosed eliastes thsn had o|>on elimtes.^ Bltnberg found that 

Mdif fomices 3n percetred sopevidso]^ behavior^ stylo wero related to 

differential aovsle scores in a statistioidJy signifioant oanher. 

another study* tho principal's posltlTo quality of regard for teaohars 

was * detenKlning faotor in ths organiaatlcoal ollaato of tho school.'*^ 

Gruanf eld concluded that* 

aff eetiTs leadernaeeiber relations is an iaiportant situaUonal 
detenndnimt of the kinds of and incidence of behaviors oKhibited 
by leaders, • •» leader's bohaviors are a function of, not on3y 
of person^ty, biit also of the supportiveness of his sub- : 
ordinates,^^ 

ind in sumary* Eriksen reported tho foUoHine conclusions fron « 
study of Moralei 1) interporsonal adodnistrativa aiorsio is situational* 
Z) the superintendent stsructures the role of the principal* « big faotor 
in norale* 3) noralo pemeates tho entire staff , wad Mr) morale in htnan 
relations Is the key to sdnlnistrative suoeess*'^^ 



3%i|.Assie and Carss, p. 21, 

39Arthur Blunb.er^, t^Teacher Horale as a function of Pereoi-red 
Sti^rvisoof Behavioral Styloi" Fdueaticnal Adalnistration Abstracts, 
(Spring, 1969) 37. / ~ 

^f'iffred C« Feitlor, K Sttidy ^ prinei>a^ jmdBV Buhavior and 
. Contrastinc ^ OrgaaisMttica?^ mtirmnonta , A pauer prosoated at Ataoxloaa 
Eduoiicloiaal Research Association Annual Meeting, ^th, Chicago, TL, 1972,. 
p, U, 

,. 6W.id. tx. !>»». «d t. w^.,«.b.rg, .tb. a 

taak<-oriented (low IPC) and socially oriented (Hieb WG) leaders under 
several conditions of social support,** Joumsl of Social psychology , 79 
(1969) 106, "~ — 

^%alt«r B, Briksen, **A Critical Sraluation of the SirEt^dntendant* 
Principal ^dainistratiTe Relationship in the Slettontary Schools of 
Sontheni O^lif omis,** Dissertation Abstoacts, ' Zl (I960) Xky^, 
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^ Wltun t&UTrivlw or groupsonOA^sttid^es, am ba seen ooneam fw' 
tlw p«lno£pa3.'« rol; wsnJM «• it titoatioiMl dit«pin«nt of loadop 
boluiidor» mi. th# ?«lAtionshlp of nwitl* to liuillTidual noodi and «ce«plMKi 
sdhooX go«a«. In tgm ntv^, FltUboin. •! group aoralo mt 

dotondnod to ba « larga •lmm% of tha laadar*8 effaotlranass. It 
baoooas arvldent, then» tb&t grot^t oorala la both, conplax and intorralatad 
Kith tha bahavior of addnistMtorff. It tms tha pTupota of "1^9 atvdj 
to aoQudna tha affeet of ta^ azid ae^loyaa ofientad acbdMatratora xepm 
grot^ aorala* as datamliied iQr tha .Group Ataoaphadra soa^ 

TBE XflSCXSION KAEIKG CONFIStBRCB 

All laadar-mobar intaraotion ooeora in a daolflon Baking 

Meonfav«aoa»<x ba it a casual aaatiag in tho hall or a Koaro fomal 

xwating in tha laadar'a offl^a* Thaoa jni'Ur«(etiona oocur batwaan 

aotora idthln tha apcial syataiii tho aohtx^ orgaaisationf In nhioh 

laadars aacaroiaa both tcmaCL and ftmotieital authority* Ealidg, In a 

disottsaicn of both fomal (aitthority ^ positioUf ajuthoritgr of 

lagitlMiojr) and ftmoticnal (authozlti' of eoe^Mtancav authorlir of 

Itaraon) authority, ooneltniad tbat» 

« • .tha ultinatfl sourca of tho supervisor* a Snfluanoa, 
and thus poir«r, would ba ito hio forrnl atsthg^ity through 
lo'titiTiiw and ;positicn , rolnf oreod by mim^^0 of ccKpot enoe ^ 
and «ost naakly toy attttipyity of poraon (hu^ ralatioiis i^Slls)*^ 

Thus, fonsal and funetlcn«l attth^l^ oiui bo saan as partially oraating tha 

st^arvisoryiaadaris powar in tha social syste, tha school* 



^isbbaia aj^/j^,* p. «»67. 
Ara Thay Poasibla MisnaaornT (HMi q^nea a: Edttcatico, 1^^, p,' ^ 
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•truotmrod oor Tevy naid» i« also A factor In eonfer«noe8* Tblv stody 
r«ooenis«d thai taaks yaxj batHMo aebool diatriots, and aoe^tad Urn 
aaatng^cti iliat tbci atvtiotumi of iba tailc ufain oeaqparad batvMn aSallaiiSy 
slMd diatdota, it xwlatbraly benogioaonay or ftiadlar (P«g« 10} « - 

JL, third faxdabla diracta^r aff aotlag tba Intairaetion In a eonfartnoa 

participation aa "a prooaaa at Joint daoiaicn aaldng by two or mcra 
purtiaa In iddoh tba dodsicns bava futura aff acta on tboaa naldng 
tben,M4>5 f ba actor* in tba oonfar«acat aocording to V^wcn, bava iiQEXiortant 
naada vbiob ara parealTod to bo aatiafiad by participation in dociaien 
Mildng, and iMch laad to posltlTa attitodaa tmmrd tbosa pM:>«ona Kfao 
Mika participation poQsibla.^ 2n a mmuxr of bis findingay Trocii 
oonolndad tbaty 

AutiHoritariazis £ %m T^(Q and paraona idtb waalc indapandenoa 
naada ara apparoatly unaff acted by opporttsiity to participata 
in »jaking daeieionat On tba other liand, oqLualAtariww CHish IJPQJ 
and thosa idtb atrong iKdapemdenco noods ^.eg-oZo*) ia^*^a positlva 
attitudes toward their job and grantor aotiratlon fcr aff aotiva 
panfoonainca through partidtpation* ^' 

FroBi tba r«aaarcb aod ralatad aitaratnra, then, we eoti24 ■ttasiariaa thai 

X) partieipatifln in decision aeldng oraataa «otiv*tion to. Aohiara naadSf 

and tboa to parfom in tba job«t««k aittmtion, 2) ta«ka ara an elaiMni 

of alL ectifartneaiy and repraaent tba current |)robliit to be omcoMa* 

'^^yictor B« VrooH« SoKs perscnaTlty Beteminanta of thu ryfeeta 
of particlpatioft (Ba^Awpod wSFfa, NJi prentlcaHUOl, lno,,TF6*0), p, 9# 

**^Vr0m, ppi 10->31. 

'♦'Vroo*,^ p* 60, 
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«id~3y Authbrity idtHn tho sodLal oyaitta cr«atos powear eYtxTlif Itot 
«x«rel8ed In tho d»oliiion naldng conforenoe* 

SUMHARI 

leadorshlp studies h«vi» ranged f roa the differences between 
deaoemtlo and autocratiOr between authorttaxlan-equalltarlan, to 
stiidles of leader traltls, and sost reeent3yf to the study of task and 
employee oriented behavioral styles, VaidoTwi variables wltMn the sodUl 
systen are differently affected by leadership stylei Innovation, 
tridnlng, authority structure, laaployee satisfaction, etc. And boliavior 
ooiad be described as nomothotic-idiograpbic, 9,1 (task) or 1,9 (oaployee) 
oriented, integyativfe, or seeking closure or responsibility. 

Task and Employee Orientation ure differing styles of behavior 
hypothetloally related to Group Morale. lewin has deacrlbed boliavior 
as a function (f) of the person (P) and of hlo eixvlroniaent ^E), thtia 
B ° f (p,E)^ lAlle Geteels and Gtiba expanded^ on this to desoriibo behavior 
as a function of role (R) and personality (p), thus B =» f(R x P).^ 

There are Many theoretical models which attesipt to «icplain 
behavior or the aotlvatlons "wltldn" people, Croft looked at behavior 
In terns of perceptions of behavior. He worked id.th the aajor assumptlcn 
t<that the prlnolpidL, to be effective, most be able to make accui*at« 
estlnatlons of the perceptions that others have of his behavior, "50 

^urt tewin, "Frontters in Irot^ dyn»Mlcs,«» Field Thoe^r in 
Social gcience , ed, D. Cartvright (N«w Yorkr Harper, "l95i), pp. iBt-aS?. 

' " « 

^%etB*l8 «5(lGiiba, p. ^9. /• 

50john C# <^ortt Open iiSdvClflfei^ Mlnd^dnag^ and Porceptiono 
of leader B6havior # (HEWi Office ^ Educatlont 1965)7 ?• 60# ' 
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CteZt relt tluit iicm tli^idiidnlstrjktoi* «etii«Il7 babair^ii' w»s less itapwyttnt 
. th*n hew his tWehoVB imd feiip^sidntendont percalTod that h« behaved. He 
founds heureveTt no iignjUTloant differenee In do^tismp aelf -perception ^ 
principal perceptions of the >?ay their teachere and eupMintendente 
sieved their behavior or In the actxuCL perception of then by their 
etq^erlntendente^^ Which ralees ^uestlcnst Do adrqinlstratore 
acttially behave differently^ and^does stich behavior affect i^oup aorale? 

What the leader doe9» and hoMr he Manages the group can be pressed 
In either of two imys. He cant 

(1) Tell people vbat to do^ and hour to do It, or 

(2) Shtr« rosponslbiUttes vLth group nenbertf and involvo then 

In iplwming and 'executing tKe task'.^^ His own bohavloa? ixi telling p«opl« 

•uhKt to do is structiu^ingr oi^ task oifitnUd^ In sharing raspcnsibilltlos* 

lie la 0iaployeo ozdontod* 

In terns of effective leadership and teacher cativfaotion, 

prin'cipal lieadershLp style vas ^gnificantly related to teacher 

perceptions of decieioti'^iaking involvettent by Anbrosie and HoHeri 

A principal's decision-aaldMg behavior, a laanif es-i^ticn 
of the desree to vhich teachers ore allowed to participate in 
the decision-making process, was perceived as being ecsential 
to the principal's occiqaational role behaTdor leadership ctyle.^-' 

Rouever, the atithors found no correlation betveen the nonauthorl- 

tarian personality (« variable) and percepti<m ot involvement in 



' 51croft, p. 152. ' 

52pred B« Fiedler, Mgnglneer the Jdb to Fit the Managed," Harvard 
Bnsiness Review, 43 (Sept, , 1965) 316, 

■53pi»ank Aribrosie and-Rcbert W. Heller, "The Seccndary School 
Adialnistrator and perceived Teacher participation in the Decision Mtkinft 
Process," Jommal of. sacporiMental gducatim , 40 (Stnaer, 19?2) , 12, 
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of group «t»oe|Ai«M, « HMHsur* of mc»«lttt oUsuit#» and iiii>poirt top tli* 
«ciKlalttr»t«p> Thl* ttody jttt«npt«d to doflno tbo off eet of loodorship 

Hneh of atm rooont rosooMli m basod vpon tbo notlen ibat 
A cliroot rolftUcn codstod bocHMii loadeir bohavior, its inpiiot 
tQ>m groujp aor^^Of and tubseq[umt Ite- 
fprtwato^yt Itlhas boon difficult to poaitivoly confirm ewh 
A «i»plo,fnotip, and tho rolatim botuoen tho boluwioi? of tho 

< loader am tjjji rpoefenmco of hia otibordinatos haa prolan to bo 
oxtarfldoay iJWoivod, Tho prowiaion a£ "good loadoM" <» of - 
high group iiorolo* or bofcb dooa not ascuro that high lorrols 
of pfwfowianoo wiai pwail, thoso dtsopopancios my in part 
b9 flXj^lRiiMd W variatioKis in leadn? stylos of boha,viort tho 
nati-vsiticti of otibovdlnAtoOt tho adslnistrativo profioienoy 

' of tho Imi&Vt tho cai3abilltio8 of otibordi^t03» and tho 
Ttriatiooo in poKf oanaanco Moasuros, I^f oroncos in any of 
those eonsidevati^o nay obscwo tho srdlaticituship botweon 
loader bohavicr and per-fominco and load to cottfcr»- 
diotory roioareh conolaaictts.5*l' 



i5%tfphon R. Mlchaol and Ealsey R« Jenoo* crfy«iigfttlcttja 
iBmagagent (How Torici Intort EducaUooal infljllfhincriwSi} P« W 
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I Chaptet Tbm 
RESEARCH DBSIGH 

VMOMwh tt»thod» tilt jUurtarunetkt* wed f os> dAt* coXLecticiti tod th* 
si^thod date JU«25Bi«» 

RESEARCH MEIHCp 

fbib int«ntl«ii o£ iHAM etaSy, In lts design, uma to hold ono roxlAbls, 
t*8k staroctuv* witMii school distriobt,. v«3AUT«a9r hoQog«ndons* mTotxpM 
in yt9fl<m atudiwf ww* tmt»,ia,t9'Xy olmatSSX^A on the baola of thrt« 
diawudon*. Those wsre, la wdw ot iM^vtmea, («) the Affective 
l«MuieiHHttahor rotUttlon, (h) the t«tfc stmotare, end (o) the poiwr of : 
the leedetmhip position,"^ The eesioptloti cdt the study w*s that, aaong 
•cihool dietsdcts Halted to throe edadnlstrAtora, the sixe ef the 
distfl^ot votad be reletlTeS^* honoeeneous, end that tho task stimoture, 
AS A varlAble, would then be relatively elMlar anong these honogeneously 
idfed distrdLotfft 

6 

pesipsrt 

- This ittidy m deslgoed to research »l«aderHnMaber" relations, or 
f rotp itHoephcrsfaad Its relationship to task and mpltty^ oi^ented ^ 

' s ■ . ■ ■ • 

%red B. Fiedler, "The ETfect cf leadcsrahlp and Ctatur^ • 
Heterogenidl^ on Grot^ perf onsanee,** Swceral of Ea^rAacatal godal 
Psycholc^m Z (jmiy, 1966) ' 2S0> 

' ■ ' ' •' ' 30 ° 



ndninifttrators In thTM poslitcnsi fiupdXlnUnde^t, •laneintaxx and 
0*condav7 pxlnolpa3j, Ffon an iaphiilH>Uc«l list of a3X distrlot*^ 
Uaitdd to thrt* AdnlnistrAtoPf, « 50^ vtn&oa saapl* of these dlstviots 
ms dravn', and the tlireft adolnlsbrAtors In etch of these districts 
bee«ae the Wjeots of the ntoOy^, snhjeots Vere then asked to eo^slete 
and rettirn the data instruments (desevlbed below) irm which the 
analysis of Grotyp Atnospbere* Task tmA &^leQree Orientation* «nd other 
Twdables HIS liid^ 

r • 

Dftt4 Hooded 

The data, needed for the study Included a) an averaged score on tl^ 
leiist preferred Coirorker scsle» b) an averaged score on the Group 
Atmosphere soal»» o) Tears of adsdnistratite e!Xpeadenoe» d) Tears In tlM < 
ourrent positlcni e) Svib;)eot age, and f> Ani^sfdnato of wee^ hours 
spent in eonfereaces* e^Addlticoaiaar, each stibjeot listed Ms posildotT 
^thln the district and iim nttnibers of teaehMcs and stod«nts for vhon 
«as i^48p&niibXe« 

Sooreag ot Data 

■ 'if^ ^ ■ . ■ ' ► 

Tb« stibjeots ot this raaMreh v#r# 30^ MlnnaaoU tfohool AdiodidttrAtors 

selected randonOy hy districts, representiagTJ,^ per cent return of the 

If 

nailed research instrtxaent* These sdodnistrjitors and their orientation 
in behATiorsl style were amdyxed both by grot;9s of task and enployi^e 
oriented adnlnistra,tors and by position idthln the distriot* The ^ _ 
ttomative data, for each of the suibjeots i»ithin the study population 
(nuHbers of teachers and students) were exmdned for statistical deference 
(discussed ik Chapter Four, NHomatiire Data^)* 



BtSTRUHSIltS , 



> A Bloginii^oi^ -the 

tOAf ^ib*^ iib9M^ r«fl«ct6d In l«f]potb«rt^ two, 

<tQftd;a /b^ ififlttoatiaX in Iff eeUng tii*' «4Bdxd8tMtor*s ' 
ftete dftta rtqussted in t^e Blographleal OTMsUonnaire (pag* 3t itf^idlx A) 

dittriieti 2> nuibers «r t9«chfr« and sttkd«at8« totia.yMrs^^^^^^^^^^ 
adalidstM 4) y«ar« in eto^t ^oeititn^ 5) A*» «S«« 

and 6> wteeldjr hours spant in oonfaivwiieat,^ 

Iiaaat l!paf ai^^ Cowogfcay Soala 

fha ]:,at«t |>x^^ad Cowovlcair S<»«la« a 16 item 3flBumtie DtTferentiail 
or |)i*«opUi3r ad;}e^tit# scale, by eao)^ at^;)eet. fha Sa . . 

a^ttd to yar^ "the iotployee of youp eohool district ulth yhon yoa voric 
least Wll *** %.th itfaoa y<m had the most dlffiemty gettini; a Jcb 
4cne «'* fhe scores cn each of the 16 items «era then totalled a^id an 
«ireri(ge se<jir«, rallying from 1,0 (low tpc) to 8,0 (hie^ IPC) was than 
'derified# . ' ., ■ > 

Dt£\«» tha ssnsitiTe natta*e of the ^request to rate a least preferred 
eoirorleer, the device nas printed under the heading of Qpiniotmaire Onot 
to utoid the halo effect o!r i&flosncs of dolibeMtely rating a least 
iweferred coirorker either Mgji or lo«r# 

lihe indiiddtial sv(bJeots of the sto^ lAo f ell in the first or 
f onrth Ottartiie of the distribtttion iiei^«! then placed in the lov ipc 
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(tcsk oriented) or high IPC (enployett orl^ted) groups, respectlvvly, 

f oif iinalysist A, silbjeet Kho viewed his leAst preferred ootrorker in * > 

relatively f ftvorsble Bumner produced a high IPC soore, while the 

Sttbjjfeet lAxo viewed his le«st preferred eoworkw in « relatively tax** 

f avoo^ahle nunner prodooed a low IPC soore* , 

. ■ ■ ■ ' ' ^ 

group Atmoj s ph^e Scale 

Eacb of ths study siibjeots was then asked in Qplnlotmalre Two 
to ^'describe the atmosphere of your group of esnployees in your sohool(s)» 
The sisibjoets then rated the atmosphere c;^ their school(s) on a ten item 
bi«*^olar odjeotlv^ scale iMoh incltided questions such as "distant- 
close «pleasant«uapleasant,w or "f riendly-unf riendly^" Prom the S*s 
total score an averaged score v£b derived ranging from 1.0 (low OA) 
to 8,0 (high GA). 

The study recognised the following limitationi the quoliiy of 
leadw-meniber relations » interpreted as group moraley vas linited to 
group atttosphero (GA socore) as pe^eived by the adisixdstmtors Kithin 
the district. 

AKAiaESIS OF DATA ^ 

The study prodticed nine sets of data for each of the 30^ subjects ^ 
Vhere the data wis odssing for one of the variables under analysis^ the 
cose vas removed from computation and analysis by the SPSS Statistical 
pAokAge for the Social Sciences, utilised by the coioputer centM" at 
Hankato State TftiiTersity* 



AxmlyaiB »f vri«ne» 

7300 to th« tUMqtkal nusber of S*t in restating Analysis o^ll8» 
t-t«8ta and On* Wajr JUuCI^s of v«ri«noe wsro applied in axua^zlug the 
data. In enuainlng the statistical difference between adsdnistrator 
positions for noabers cf teadiers and stodents, t-tests and One Way 
Anslysis off Vaxlanee vere applied to exandne the statistical dif- 
f<irenee betiwen districts viened hgrpotjietioally as bonogeneons in 
sise (discussed \mder Nonnative Data, Cbaptea^ For the reminini; 
Tariables, Adudnistaniti^ s^qpexience, Cuxvent position Tears, Tine in 
Conferences, t«-tests and One Wey Analysis of Variance vere applied betHeen 
the Task and Baployee Oriented {loir and high IPC) groups of adndnistratora 
as a total $rotQ> and broken down into positions. 

For Hypothesis One, t*no significant diff eren(ie in group morale 
between task and enployee oriented adninistrators,** a Chl-square test 
of significance was applied to the data broken doim into task, 
integrative, and eiqploaree orientation versus group morale in four 
Quartiles based on the national mean and standard Deviation, producing , 
a 3 by table. 

Analysis of Covariance 

one of the factors, Age, was felt to contribute significantly to 
another factor, AdodJxLstrative Experience. As a result, an analysis of 
covariance was applied to age° and experience* EypotheticaUy, it was 
seen as possible that a high correlation of age with experience would show 
that any relationship of experience to task w ei^loyee orientation was 
partially a result of age as a percentage of the vaxlanee determined to 
be present between task and eseployee oriented administrators. 



RESEARCH FINZflaiGS 

' ■ ♦ 

Cbapttr Four» ReiseasrcB Findings, presents the d*^ and vastats 
of tnal^lat g^^oupod Into four areast x) NonsAtlvo data for tbe 
8tti47» 2) B^othosis Onof 3) HSfpothosls Tho} and 4) Eypoibeslcr Three* 

The popiOatloa or unlv^cse for thl9 study mt «U KlimesotA school 
dlatricttt lisdted to three admlnidtratorst nttabexlng 28^ such distnotst 
To prodtxce the rei emreh pcptdLAtiocit ^ $0 per oent random sasrple vm 
drawn of all aohool districts with three adodnietratoret Subjects of 
the attsdy were school adzidnistratorsp respondents to two oi^Lnionalres* 
Stbjeots vere asked to rate their least preferred coworker (IPC) end 
the groiip ataospbere (Gl) witidn their e^oi:^ of employees« The total 
sttu3y ppptili,tion produced it nean IPC of 3«90 with l«l/f standard 
Devi«tion« es ccBBpared to a national IPC nean of 3«71 with 1«05 S«B« 
The aiabjects were thra dirlded Into Quartilest First Quartilo (1«00^ 
3*09 IPC) being Low V?C, Task (MiMiitddt Second «nd TMard Quartiles 
O.10-4.71 IPC) being the Mddle g^oap, Is refeicTed to ts Integr*tlve 
oriented! end the Fooirth Qiurtile (4^.72-8.00 IPC) beeaae High IPC, 
EBploTee Oriented groitp of stibjecrts (Ss)« The Groc^ Atmosphere variable 
pirodutoed m pqmlAtloo Mean p£ 6.25 6A vlth 0.94' S.]}»» es eonparod to « 
imtional aetn 6.49 GA ulth 1.52 S.D. For purposes of enslTsis of 
-ntvlenee, the idddle or IntegratLYe group* ms Inelnded In the unalTsls, 
tables* end disoussions, C" 




^^^^ ^ • - . H 

The stttdjr iiccapt#d^ one essianptlcnt the Taxlables «f f ectdfig e«eli 

'/ • < . ■ ■ . ■ ' , 

'totk nitldh « school district «r« Astnnsd to bo homogonooiui saong 
sindlarly sised sohool distxiots* Aeeo37d:bigly« tho rminitM of tesohors 
imd ^Tidents for idtick oaeh JwtadnistXtttor vm rosponsiblo, w«ro seeeptod 
•» tho noanafttlvo datu bgr idiich to oomparo tho siadliixlty of sohool * 
dlstviots," 

TAblo Ono prosonts tho toaohors for Yihieh oaeh AdodnlstMtor wts 

■ ■ ^ • ■ ♦ - '.^ ' { 

rospoDsiblov hj «da^stv*tiv» pofitiw^ T-tosts e<»MunKl tho nvoibor 

of ttxihKtn for tosic «nd oo{>lojoo ooriontod iuMnistrfttooni in oil thz«o 

positions iM3d found nono^dT tho difforoneos in majors of toachors to bo 

. ]' 

signlfiesnt. HoNoror» AnslTsis of Vsrinnee. in tho supovintsnHint 
position botuosn all throo ootlontstittis shoiiod th% nuabor of toaohors 
to bo si|^3if ioantly diff ommt at tho ,05 pop cant lorol of oonf idonoot 
fiuik orlantod stipiariatondfntSf signif ifjantly, hairo an aY^go of 10 mors 
toaohoi^- than oarplosroo oriantod siipoidntandantSt and^^avorago of 1')' 
aoro toachoM than intogratiTo snqoorintandants, Tho ntinbot* of toachors* 
hotrov-or» as -osod in this studjf sppoarod to bo largoly « aattor of chaneo» 
and tharo «as no significant dlfforineo in tho tivatbtsp of toaohors tndor 
olsiMntary and socondar^ prinoipalS; vihan soparatod \iy oriontation* 
fablo Two prosmts tho nittibor of.stndonts by orisntation for 
throo adndnistratiTo positions. T-tosts ooaparod tho nuibor of 
sttidants for task and stqsloyso oriontod adainistrators and found no 
significant difforaneo, AnalTsis of Vaxlanoo for tho throo oriantations 
for oaeh of tho throo positions also found no significant difforonoo in 
nuBdbor of students* HoHOYorr tho ^oator aoan students for sttporintandaats 

4S ' .-r 




nvBbo» of Toachors orle^tatlcii 
^f or Tbree Adndnistrativo Posltiont 



'Position 




'TO* 
10 
KO 


> 


155:9 
19.1 
23.9 


M 
W 
62 
28 


106 


EXea* |rit)eip«l ( 


o 


TOf. 

10 

£0 


19.5 

21,2 
16.1 


9.7 

n.3 

6,5 


25 

53 
20 


2/ 

95 


8«o« priiaeip«l 


(P«) 


TO* 
10 


2fr.9 
23.3 
22.7 


8.6 
10,8 
9.^ 


26 
19 


2/ 
91 


pdpOlAtioiEi Total*' 




30.0 


19.6 ^ 
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3.13** 

1.88 

0.31 



*T«Bk Orientod (1.00-3.09 IPC)» Int6gj»*Uve (3.10-4.71 
Ewployoo (^^,72-8.00 IPC), ^ 

. **i! >3,09 o 0.05' • . V 

* r 
I ■ , • I I • ,- in, ,. —L ■ 

doos ftiggost tli«t taisk oriented augexlntondcnts have, as vith teachars, 
« lax^er nunbei* of 8tttd<mts vithLn tlMir districts, than do intesrativo 
or «nploy«« ozdanted attperintendonts. 

The tM^sta shovad no significant differenoa in tha vmibwa ot 
toachors or atudcnts batwaan task and enploQWB orientod admlnistr«tora.. 
Sadi of tharrandcaOr salaotad districts tvm vfaioh tho st^bjaots 
.rospendad had thraa adninistrators, and vera similarly alsad in teachers 
and atudanta, 

<!=• roPOTHESIS QHB 

• - • , N . ' ^ . .. - 

. . ^npQthaais Onat There tdtll be no significant difference in 
ataoaphere aa peroaiirad by task oci* anployae oriented administrators, Th« 
entire research poptOjation, atibdlvlded into task» integratifei and 
aiQ>lo7ee oriented adniniatrators prodoeed « aean GA aoore of 6,25 with 
0.9't «• CQoqpaised vlth a national 6.49 aean GA. idth 1,05 S.D. This 
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Tabl© 2 

NtB&ber of Students by Orientation for 
Three AdnlnistratiTe Positiccs 



'Position 












df 


TP 


f5 




TO* 


966 


5P3 


19 






Superintcmdont 


(S) 


10 




570 


6Z 


2/ 


1.03 




EO 


803 


472 =' 


26 


lOtf 








TO* 


3V^ 


166 


23 


2/ 




Slon* Frinoipal 




10 




236 " 


53 


' 1.77 






EO , 


297 


127 


20 


93 








TO* 


380 


1^3 


26 






Seo« Principe^ ' 


(PS) 


10 


368 


21i* 




2/ 


0.09 






EO . 


355 


188 • 


19 


91 




PopfVpLaUon Totals 


512 


4^20 


297 







♦Task Oriented (l»00-3#09 UPC)| Integrative (3.10-^^.71 IPC)| 



OTialleie^ total groigp distrlbuticn^ vben eolcpu'ed to th# national 
distrlbuticnt indicfatee a tendency toward higher consistency in rating 
tho groQp atsio^^here (GA) of emploonMSy within the research population 
of adialniGtratorStt 

Tablo Three presents g^otxp atmosphere by orientatiW^ The neans 

-i .... 

for task and eniployoe wi^mtod administrat<»« groins appear relatively 
closof yet .25 (25/100) higher than the sean for integrative adii2lnistratcrs# 

Table 3 

GroQp Atmosphere by AdndnLstrator Crimtation 

Orientaticn 

^ Task oriented Administrators 
XntesTittivo Oriented AdssLniotratora 
Empl^ee Orientod Adio^strators ^ 
FopulatiLon Totals 



Moan 






df 


F 


6.38 


1.21 


70 






6.13 


.83 


166 


2/ 


3.18** 


6A3 


.65 


68 


3(0. 




6.25 


.9* 


30lf 







F>3*00 « 0.05 
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Tli^ Staadttird l>«ndAtlon Sc» -U«k oriented S9« hoTRrr«?f Is .36 (36/100) nldeur 
/Hbm ttxt eiBplojee orimted Ss^ iHaleh indicates ft tendencrsr to mte grtmp 
/ fttmospbere both higher tmd loKer than the mtinf^e of Gil by fbktegnttiv» . 
ftnd eoployee oorlented Se* AnelTsis of Verlftnce produoed 'a «lgnif leant 
difference (F> 3*00 " 0«05) ftt the ,0$ per cent level of confidence 
between taslc aztd eaplcsree otlented $9» end a significant dlffer<mce 

between task and Integrative $8, and between etsplogree and intei^atlve 

' ' ■ ■,. ■ ■ . ■ ^^^^^^ 

Sft* The wider dlstrlbixtloii qf GK ratings by task oHented subjects 

eocplalns the closeness of neans between «t>^loyiee and task oriented Ss, 

and eocplains the significant difference In Grotxp Atnosphere between task 

and eoployee oorlented stibjeots,. 

Hypothesis Onegi no significant difference between' task and e:a|doyee 

oriented adadnistrators in ratings of grotqp aiaaospheret is rejected at 

the 0.05 per cent level of confidence* The alterxmtiva hypothesis Is 

acceptedt there is a significant dlfferencs in group atncsph^o of 

earplo9«es between task and enployes oriented adsdnistrators* 

An odditlcnal ana:iy8i8^ Chi Squure (X^) test for significance, was 

run to locate the group atmosphere trends within each of the three 

orientations^ producing TAble Af Appendix Bi Group Atmosphere 

]}istrlbutlon by orlentatlent The Chi Square test* a neasure of the 

variance within the distrlbutionf produced a chl dtqvare value sii^alf leant 

at .05 level of confldeneer indicating sigtdf leant dKferenceo exist In. 

the coUeoted stibjeet ratings of group atnosphera. £»tnlnatlon of Table 

A indicates th<it 87 percent of the IntWative oriented adndjdstratori 

rated their groi^ of employees In Q^oartll^s Xt Ht and XCL while S3 pt» * 

cent and p«r cent respectively of tn^^sk and enployee oriented 

adnlnlstrators rated their gtctap atuv^sphgre in the uipper three quartilei • 

This shift in the GA distribution explains the significant difference in 
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no 

Gk swtane;s« AddltlotuOay, 68 iMOr eent of 10 evibjdcts MiM 
groixps la -Um aidcaL* two qoartUtSi 18 p*r oent mof than tiMhgf t««k 
or mploy— osr&tnted s\ibj*otii* 7]m •ienirictnt^dlfferfineo betmon task 
md m^osm caeUaUA mibjeets Is in tb«lr actual x«ttog oC proop 
«taio^ph«)*«, idiieh iiroduoad a negatir* eea»*«Xiitlen* TmIc ori«nt«dl 
stibjectt t«Eid»d to r»t» tiwlr fproups Icmer (vitb gmtMP vnrlMieo 
froi tb« TO groc^ »o«n) than did th« tmplograa ovl«it«d (EO) ftibjaots^ 
nbo tended to rate th«ir groups aoro oon8l«t«ntly and idth lest varlaiioa 
idtMn tba^BO groop and vlthin the total groi^ (KO e^oiip Standard 
Baivlatlaft oloaar to total grot^ 

HJEOTEESIS TOO 

Hjfpothoaia t«roi Th^ will b* no aignlfleant anntoo la 
adalntatratlTa «3cp«ri«noa betif««n task and aaplogroo orlmt«d 
adnlnlttratora. To ttst this hafpothasisi tha total yaars of 
adadnlatratlTa aocparlMiea and Twirs in tha otxnrent position vara 
oollaetad for aacb S in tha study* Tha stn^jr pc^pulatlon prodocad a 
man of 13.0 yaars of addnlstratlTo iaq>avl«nea» and a «aan of 7*5 yaara 
In tha ourrent positloot 

Tabla Four prastnts adulxdstratiTo «a^>erlanoa in yaara bgr 
acbAnlitratlva position* Thara naa no signltleant difforanea in Toart 
of admlDistratLva arparianca batvaan taidc and anplosraa cccdantad 
av^arintandants or secondary principals* Elmantarsr prineipalSf hovarar» 
prodnoad a significant diffaranoa (.05 laral of oonfidanoe) in 

■ ■ • r ■ , ■ 

admlnia^tlva aKpovienoa* EBKploaraa oviantad alaamtitargr prindpals hava 
•Igrdfieantljr thraa yaara itora aa^parianea than task'oriantadi and flta 
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T«bU 4 

■y 

by Ad3dnl8tratlT* Position 



Position 






Hem 




M 


df 


.J 






TO* 


17.^ 


5.7 


19 


2/ 


- 


Supovlntmdent 


(S) 


10 


17.5 


8.5 


60 


0,966 




EO 


20,0 


.9.0 


29 


105 








TO* 


' 10.0 


6;5 


25 


2/ 




Elea, Prlnoipal 


(P*) 


10 


8.4 


6.0 


54 


3.76'»*« 






EO 


13.2 


8.0 


19 


95 








TO* 


11.3 


7.7 


26 






S«c, PrlnciptiL 


(P») 


10 


; 11.5 


9.8 


50 


2/ 


0.571 






EO 


9.1 


6.2 


19 


92 




PopuGbation Totals 




13.0 


8.8- - 


•301 







♦TAslc oriented (1.00-3.09 IPC)i Integ^-ative (3.10-4.71 IPC)i 
EopWee (4.72-8.00 IPC). 

•♦P>3.11 e o»05 / 

years MOTe <nQ)erience tlum j^tegratlve oriented elmontary {irinoipals. The 
nviU l^otheslo is accepted for superintendents and secondary principals, 
and rejected for eleaentary principals. 

Table 5 

Ciirreni position Esqporimce in Teum 
by AtininistratLva Position 



Position 



Superintendent (S) 



I 



Elea. principal (Pe) 





.Mwn 






TO* 


7.5 


5.8 


19 


10 


8,5 


6.3 


61 


£0 


7.9 


6.3 


29 


TO* 


7.5 


4.7 


25 


10 


6.5 


5.3 




EO 


11.1 


6.3 


20 


TO* . 


6,0 


5.2 


26^ 


10 


7.5 


7.5 


50 


EO 


6.0 


5.5 


19 




7;5 


6.2 


293 



df 4 

2/ 
106 



96 



2/ 

92 



0,182 



5.356*** 



See, Principal 

Fopnlation Tot^ 

•Task ori*nted (l,0dW3,09 IPC)f Integratiire (3.10-4.71)1 
E«ployee (4.72-8.00 

***r>4.87 » 0.01. r>3.n 0,1^5. 



0.601 



•A 



00 



t«!b(U FiT* FMsants ourmt posltSfon eaeperlene* in years by 
•teJaaletrativ* positlen. There no oigntflcant a^«rtaco in curroat 
position yMTf h«\mm taik «nd «q»loyiM ori.«nted si5)orintendeots «nd 
••condtry prtnoipia*. WmamUxj princip«l», «ga%, productd « aignlflauat 
aiff«rMO« (.01 lif7«CL <tf confidence) in current positim yc«rt, En^loyee 
flfldcnUd cl«aentery principals ikr^ sieniflcantly 3.6 years nore 
•operiende titan tulc oriented, and .^.^ 

•txperltnce than Integmtlve caelented eltwentary principas. The taOl 
hffpotbesla le accepted for taalc and anployee oriented euperlntendenta 
and secondary prteeipaas/ and rejected for el^MMntaxy principals. 

HBPOTHESIS THREE . 

/ B^pothei^s Threei ' There idU be no significant daxferenco in ti»e 
spent in conferences betiPctn taaflc or eoplcyee oriented adndnleianitors, 
m order to evaltiste tJils hypotheils, each S w»» asked to estimate the 
hows spent weokay In conference situatlans vlth other adnSnistwitors. The 
study popitCUtlon produced * nean of 3»6 hours spent irec)3c3y in ccaferences. 



Tsble 6 

Wed^ Conference Hotira by 
Adainlstra.tor orientation 



Orientation 


Mean 








Tsck Oriented Administrators 


3.6 


2.0 


70 




Integrative Orianted Adsdnistrators 


3t5 


1.9 


161 


2/ 0.188 


SqplOTie orlehted Adolnlstrators 


3.7 


2.2 


63 


291 


Popolatlon Totals 


3.6 


2,0 







0 



Tiible Six presants weidOy ocnferance hours by adnlnlstraUTs 
oodentatloit. Analysis cf Variance showed the differences' between task 



and Miployflt okitntaticn to 1>« alniBuar and not sitpxUTlcatit. Hn^otlxojiis 
Tbraa iias accept«di th«r« vas no significant tllff orenoo in tina apant 
in cmfaifancda as wported by task and auiployao oriontod adiainislfatops. 

AGE AS COVARIilOT CP EXPEKCHICB 

• ':■ •■ ■ ^ ■.' 

InitlaMy, uithin th« dasign of iJia rasaarch study, it was fait 
that ago as a tiwiabla probably roprasantad a portion; of any varianca 
tAthin adadidatrativa «3cpari.«nca and cwront position asqparienca. 
According, rasjpondants war© askad to indicata . tholr ago in tha 
biocrapMcal qwjstAonnaira, Tha rasaaapcb popxCUtibn of adainistratora 
froc dis1»d.ot9 liaitad to tbraa adalnistrators prodtiead a mean ago of 
^,6 yaars and S.D, of lO.^ yoara, Ona standaord daviation Indicatas 
that ^ per esrit of tha 30t¥ ss vara batwaan S^f and 55» vhila 95 pe^ 

* v: • / 

^aht .of tha^jpoinilaticn vas batwoan 2^ and $5 yaars of aga« 

Tabla Sanran prasanta administrator ago by. or£antation ixi thraa 
adnlnistrativo positions, Tha vaiua aga for at^aslntendenis Indicatas 
a trand from task to acployaa orlantation vith incraaeing ago, vbioh 
Has not significant. Saccndary prtncipala la oU throo oriontatioos 
hat^ aocaotay tha ««aa naan agai ^^2,0 yaara, also not significant. 
Ana3ysii of Varianca for tha ago of alaoentary prtodpals prodttcad 
diffarancai significant at tha .01 par cant lairal of confidonca. 
tha aga of alfloantary principals Indicatas a significant trand ^ 
frott intagratiira (39.7 yaars) to task 05,1) to amployaa oodantation 
Ctd.S) with Inoraaslng aga. 

Bxaisinatloa of Tablas k and 5* Administrativa Exparlanca and 
Cvtrrant Position laars, indicatas axaotly tha saaa tr«ndt tha 

« 

bahaidoral atyla of alfBoumtaxy principals ehangas froa Intagratiira^ 

to task,' to anrployaa arimtatlQa idth Incraasing yaars of adadniatr^tlva 
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AdmJnlBtrator Age by eidantatlon 
for Thfda Adainiotrativ* Poaitions 



TO* 45.0 6,6 19 
Stiporlnt«ndent . ^ (S) IQ' 49.0 9.5 6i 2/ 2,821 

EO 51.2 8,6 29 106 

, TO* 45.1 11.8 25 

Elea. Principal (p») lo 39,7 9.0 54 2/ 6.528*«. 

EO . 48.^ n.O 20 96 

TP* 42.0 9,5 26 ' 
-Sec, Principal (pa) 10 42.0 9.7 50 2/ OiOOO 

' EO 45.0 8.5. 19 92 

PoptOatlcn Totals /|4,6 10.5 303 

•••F>*.87 = O.OI1, F>3.U = 0.05. 

0 

«acp©ri«nc», Thia trwid, and ncn-signifAcant trando ajnci(nj:r's«P»?lntcBd«at»' 
wid aacoodary principals, acts to aiippert ago as a covariant of exporianca. 

AnaJyals, of Covarianco for ago as a oovariant of adniidstraUvo - 
'•xparitnca producod a poUtiooship statistically significant at .01 . - • 
loTol. Rasults of the analysis ara prosantod in Tables B and C, A- 
Appendix B» The saoe analysis 'of covariLtncd »dth current positlefa yaara ■ 
prodocad « relationship sigiifloant at .10 per oont level of confidence. 
These analyses shoMed age ecotributes to 60 percent cf the variance within 
adMniatratlve experience, and 31* per oant of the variance idthin the 
crorant pbsltica ^ta for the 304 atib jects. of the stu4y. 

VMlance Is the difference in adidnistratire aaq)eKlence for* 
co^aarably aged atibjaots, and thus any diff arence in ad«inistratlYe 
eocperlence betireen tha tj^ous oriaotatloni Is contributed to by age 
•a c covarlant cf experience. 
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chapter Five 

Cba^ter Fit^ pnsimts tiafat tk smaaxy of the reteeroh projoot, 
nfcleh. reviews the reaeaz'ch p:^jciblea end flndinos. Cctncluslone end 
their InpHeetione then precede e final eection of ReoomcoidatlQnet 

' Tho stwiy proposed to exttsdno tusk and mployM oriented 
adednlstrators fvm randonOy eeleotod ttbin^ota puCbHc i^ehools. The 
dependent variable, oriwitatioo J^tyle of adoinieitittlTe behavior) waa 
ocnpaired with Independent vai^ableei iprtitip noiraSLe (or atmosphere)* 
adairdstrative eocperieneof and tiao epent in eonfcritisee sitvatioiis* The 
meastore of leadership atjyle (orlei^tatlon) iuied.jji this study was ba^ed 
on a tflxtecn Iteu atnu^tlo dif f erenMid scale indicating' the degree to 
nhieh aeho6l adBdjrdstrators dosci^bed, fdther favorably or vxi^a.voTtib'Jj, 
theiX" least ps^^ed coircwkor (fPCH* Group raorale, as peVj^e^ve^ by 
tuSxaXxAulxeaktwa, waa deteitdnod f ron„ rattogs ou tik t^pn item^'somni^e . ^ 
dSf f erenMjtlf the Gro^tp AtmospheriTsciAe, Adi^Lnistnitive ioqporiMioe}^ 
CQvrent p6aitian'yejn*Sr •id)Jeet a^, tlno spont in ^confer (|ace situations 
and nuHiber of teachers and sttidents iiere taken froa siibje«sts» rSiponses 
to <]tiestlons. on a biosraphicja quosticnnaire* 

Mor eaphfSis of tho study was to detenaine hcrNr task and eaployee 
oriwited st:^e# of behavior wo^ affect group nbrale, with secondary 
•apha;jiis^ on adnlnistriitlve eixperience and oonfer4mce time as related to 

• !■ - .. *5 




«ia» to |»ovid«l « ddscription of la«dflOP3M.p stjdtvs mons w coridittoiifl 
of d^emp vM.dk ceroid Applied to sohool motivation praotieos, 

T!i« school adinl3d0ib3*at<a»^ 

thr^e posltloms^ fSFa)! tandooCLsr self etod dl&trlcts llniltl»d to tbr«« 
wS«djaMsptA<am» Tbers v<a'« no signlfleuuit diff«r«inee8 between taik ind 

tfa&t the dlstfiets were r«latlvel7 einiltr In else and jbaskr etrttOtnret 
HOHeveTt idi«n<>integratlre iupexlntendents were IneludM^ the Analgia 
of ya]«Utnee detemdned tha€ task orlexK^i^at^erlntendents htui slgn^ 
BKOire taaohera than integratlTe or enplcQree oriented sttpexlntendenta, 

Anal^rsia of gro«$r atnotqphttM^ prodoced a aignlficant differencial ' 
Gil score betffoen task, integrative, and eii^l<^r»e oriented 



aduiniatai«to9ni (F>1.00 » 0.05)» Chi Square ana1;^is indioated a 
significant differenoet inte^fatlve oriented Sa rated GA 8lgaifioant1!7 
loirer' than <9lther task or employee orieated Ss« while task oriented Ss 
rated the GA of theii^ «nploye«t group significantly lower tlian eesployee 

Significant differences in adninistratlTe espMlenoe were found to 
exist f or elenenksiiy prinolpals only^ The differences in nean years of 
adodnlstratlva ecQMX^ and current poiiltion experienoe indicated a 
significant tz>end froa Inte^ative to task to anplc^ee orientation in 

■ r / V ■ , . . . 

the styles cf elementary ladndpal behavior with Increasing years of 

* ■ ■ . ' ■•• • ■ *, ■ 

experience. ""Analysis of age as a covatlant of escperlence found age to 
be icontributlng 60 per cent and 3tf per cent of the varlancf in 
adminlstratlvie etxperlence and euxvent position ^ 



Tina spont In conference orrdecielcn making sltiaatlonSi ims not 
eigniflcantly related' as a variable to the S's tusk or eaiplcyee orlentaticn. 

CQHCLTJSIONS 

It The relatively homogeneous means between the three orientations 
for time spent weekly in conferences (3#5r 3t7r 3t6 honrs as reported 
by administrators) leads to the concloslcn that an administrator's pexrsonal 
stylo of behavior is not affected by increasing or decreasing the hoars 
spent with sttbordinates or superiors » 

H. Analysis of experience as a variable leads to the f ollowing 
conclusions » a) eraplqyee oriented elaoentary principals tend significantly 
to have more administrative experience than either task--, or integrative*' 
oriented elementary principals, b) Secondary principals tend to be more 
task oriented with increasing eoq^erlence* ci) Superintendents tend to be 
morc^ eraplcyee oriented tdth Increasing ocxperience, d) Age contributes 
60 par cent and yir per cent of the variance in administrative experience 
and current position eQcperlence» respectively« e) Table Flve^ Chapter 
Four,/ presents perhaps a contradictory eonclusioni superintendents 
and secondary principals teind to become integratlvely oriented with 
increasing years In the current position, which leads to a very impo2rtant 
eonclusioni administrators who achieve security, and. confidence in their 
current position apparently tend to ^mp^^^ orientation frcin the 

extremes ( task or employee oriented) itoward a middle of the road approach 
in which concern is integratlvely eoqpressed for both the expectations 
of essplcyeos and the requirements of the job and institutlcn* 

lUt The atmosphere or climate of a groi^ of cn^loyees is affected 
by the style of administrative behavior displayed by the school 
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Iicbdaiatinittidr* A p«r«oii >zh6 deseidbos his least preferred covrox^er 
fAvoviibiyiF tends to be peir^ 
ccmsiderate of the feelings of his men. But a person who des<»dbes 
hl» least preferred co«ro!riic«ar in an tjnfavorable wanner (Low EPC)— - 
tends to be jtwmaglngi task controlling^ and less concerned with the 
hnwan relations aspects of the job^ Swli divergent etyles of behavior, 
as detewatoed by this study, lead to lower levels of support for the 
task oriented adxalnlstratcr, as perceived within the Oroup Atmosphere 
scale* iSgAoyee oriented administrators have higher levels of support 
(GA> f or theiP particular style of behavior. Integrative oriented 
adainlstafatcrs, on the other hand, have slgnlficantay lower group 
atmosphere^ leading to the concltislon that lack of d^lnltive control 
(task orientation) or visible human conccon (ee^ployee orl<mtation) nay 
lead to diminished stqiport and diminished grotip morale among ^nployees. 

IV. Fred E. Fiedler suggests that "the low person's feeling 
of satisfaction and adjustment is closely linked to task perf ormanoe, 
while the high IPC's feelings of satisfaction and adjustment are 
associated with gflid Interpersonal relations,"* One could conclude, 
thereforoj that the low IPC leader's feellng^of being accepted and 
liked (OA score) would be closely related to his satisfaction with his 
work perfomance. The high IPC leader's feeling of being accepted and 
respected (6A score) would be related to Ms interpersonal relations 
with iBcaaibers of his groiqa, / 

Y, Hithin eaoh of the three positions, regardless of the 
administrator's orientation, factors such as teacher odlitanoy, legal 



%red E. Fiedler', "Personality, Hotlvatlonal Systems, and- 
Behavior of Illgh and I.ow IPC Persons," Hutsan RelatloHS t 25 (Hovenber,, 
1972), 398. » . 
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Qotuitandntfft luck of enplogree reHEgtrds, imd tli* growing deaathd tm school 
dlstvlot aeoountabillty m^iptixmtly ■3m the notilceablliy lover groap 

«tittOfphero aean for the entlro group of adniidstnitora, 7he mtionttl 
GA aean of 6,49 mfl^^loa^ on. vdllUxj, Indwstruii imd business 
studies of groi^ atnospbere of eiiipl<^es and. nanfig«rs, end refvesents 
the mean 6A of enployees in sitYuttioos noro favorable for a) sriLgldly 
defined rol&8 in eixecutlir^St mxd b) freedom to rewa3^dt Stieh 
A differeneei p^Bapsi eocplUins mean (6#I35) idtfain the 

groa:qd of inibHo school adnd^ 

VX# T«ek ^filented attperinteiiden^ 
end i^k oiriented edndnletratoird have eignif Icently diff exdng Grwp 
Atnosphere than ectployee o(rlented admlnlstratora. No eoncluqlon can be 
dpann that a larger noaibor of teach«^<i for iMch an adminietrator is 

aceoDntable is related to a lomr gtatsp atiaospheret 

* ■ ■ 

'^^ HoweveTf the -brend apipears to suggest that increasing the span of 
control for vhlch an administrator is responsible nay 9?estat in a gradual 
change through the years to tasic orLentatLon in that adadnistrator's 
9til9 of behaTlor. 

. REGOMMESQAXIONS 

• »^ 
ReecaraendatioBs to School AdnAnlstratops 

I, If there vere soae neasure of an administrative position's 
orientation resulting f roa span of control, role expeotatl<ms attaching 
to the posltlonf and personal need*<[isposltions vMoh night reasonably 
be fnlfilled by the position and satisfaction resulting f roa 
acconplLslnient, it could, therefore be recommended that super! ora hire 

a 

adndnistvators and teachers nhose orientation awtohes the jcib. 
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.Ht Gotsels suggests ih« -teansaetionftl stjle noros frcn ond 
style of i»W.t&tlon to the other (nomcthetlo or Idlographle), The \ 
tvsnMctlohalXjstylo makes roles snd expectations exiplielt, but takes 
iAto seoount the needs of people. *tThere is sensitivity to «I1 t7pes\ 
of eonniots<— -role» personality, end role-personaUty conflicts 
laeing recognicod and dealt with. The mode c£ individual-dnstitutLonal 
integration is sociallzatiosi odT personality and adaptaidon, and 
porscnadization of role and self-actvaUssation, The standaird of 
administrative exeeiHence is both effectiveness and efficloncy,".^ X| 
is reconsaended that a) adc±aistratoir8 seek to achieve a standard of 
administrative excellence combining both effectiveness and effioienoy, 
and b) research and behavioral stitdies sboxad investigate the viability of 
the transactional st^e in the realm of behavioral theory. The tost-arotest 
validity of the IPC scale suggests th^e is no such thing' as a vacillating 
motivation producing vacillating bohavlor. It is thorofore rocoaauondod that 
integrative be accepted as a point on the orientation epoctmi in ^kLcli 
the integrative oriented adminietratcr dioplaye behavior co^slGtent vlth 
and integration of role eacpoctaticns and personal need^-dlsposi't^onSy 
both in his behavior and in the performance of his employees. 

m. The several characteristics and uses of systems theory have 
been listed and discussed by Griffiths.^ Systems theory is an attempt 
to develop a general theory i^oh aids the description, etxplanation, and 
prediction of a iHide range of human behavior vitkLn organizations. The 



^Jacob W. GetzelSf James M. Lipham, and Hoald F. Campbell. 
Edueaticnal Adodnistraticn as a Social Process . Now Yorkt Harper & 
Row, PTibliohoro, 1963. pp,'l?W-9. 

Daniel E. Gilfflths, "The Nature and Meanlns of Theory,", 
Behavioral Science and Educatioaal AdolHisteatlon . (Chlcagoi National 
Society I'ct the Study of Education, Yearbodt IXtn, Part H, 196f), 
pp. 116»18, 
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vr^smt BtvOy bts dMlt tdth iMdsrshlp stylt and groop atno8i>her« 
(aerate) idtMn the oargaxtiMtioti. th« int«ip»i,ti«i of these conceptt 
into a g«n(»?al totems tbeoty of iub>iidstra.tLiro or exocutlv* behavior 
woiOd be « slgnlflcaQt tbeoratledd. lusooc^ 

TIT, And finally. It is recomended to all AcinlnlstrAtorf that th«y 
reeogniJie the evident dlfflOTJliy la laalclne «ny bitt email changea In their 
<*Hn etyle of behavior, «here tho role eaqpectations attached to a position 
necessarily conflict TdtJi the adodnistrator's personal needs, it is roconmended 
that actions be taken to change policies, or f aHing this, tho adainistrator 
shoiOd actlvoly seetc any other position which ud^t, in its attached role 
expectations, facilitate the natch between stylo of behavior and the ;J6b. 

Reeamteindationa for, Fixcther Rosbarch ^ 

!• Pixrther replication of this eoiporliient should focus on individual 
' districts, to oliiainate admioistrators in positions longer than their 
superiors, in order to analyze the ctinulatiTe effect on group norale whore 
ttie ouperlntendont hires an administrator with a almilar orientation. 
Further, it is suggested that such districts be corapared with districts 
having subordinates in positions l<^or than their superiors, in order to 
isolate the varianco in group atmosphere created by diCforing adailniotrative 
orientations between adoinlstrators,, (The crganlsatlonal Climate Quostioflnalre 
should be used with a randon sattple of teachers in any oiibject district, to 
quantify ^f erences between adndnistrator's. perception of support (GA score) 
and the teacher fs perception of group morale. And lastly, a lonj^tudinal 
study of administrator siyle of behavior over a nuabor of years is recoumanded, 

H. Another recoomanded replication study would be the 
0Qt:^sinatioit of integrative Otlantation, the middle of the IK! 
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diitoibtitifln. Within th# pr#i«ftt wswrch, th« significantly loww 
ntaibwr of l«*el»wi within th« disttAot* of integraUT* «tipdPintendent» 
t«nd8 to 8nse«9* that a s«all«r total district span of control prodncoi ^ 
an integratiw stjfla of bahatioop. 

In any yaplicattoo of tha pr^ant oacpariaiental rosoarch, it is 
raocipaended that th« raisai^her create a span of control naasurommt 
device— in order to auantif y the task atructwe f oa? each admlaiietrator, 
or as Fiedler describes it, to aeasure the situational favorablenesa 
-_>of4he. ad«inistrator«a •nvironBsiit, 
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MankatoiState Collega 
Mankato» Minnesota 56001 



VKI mUDfNT Kn ACADEMIC AFFAfftS mni DEAN Qf THE COLUQE(50n3lf -1313 



To the Superintondohtr and 

Elementary and Socondary Principals 

Dear . . * [ 

One of the very important questions being asked among today's public 
school administrators is 5 should we as administrators operate by 
concensus of opinion or Should we direct and control the actions ^ 
of our^ subordinates? 

To answer this question # I have designed a research study which 
looks at the decision-making situation among you and your fellow 
administrators t Its purpose is not to evaluate your decisions , but 
to examine the situation or conference in which you sit down over 
coffee and make decisions about those probletns confrdnting your district^; 

Would you take FIVE MINUTES at the most to answer two shorty ^ 
nationally known and used, statistically verified opinionnairos 
(reprinted by permission of McGraw Hill)? Participating school 
districts were selected at random, and all information and opinions 
will be handled with complete anonymity. Each school district will 
receive a printed abstract of the results # in June. But it is 
very important that we get^the in-put from each of you. 

So, please complete the checklists and biographical information 
and return in the\ stamped envelope. - 

With our thAnko^ we remain 

Marw Duncan \. ' Members of committee: 

115 Armstrong H\ll Dr. P.O. B^nsvold 

Dept. of Ed • Ad. ^ Dr. CI. Salek 

Mankato State College Dr. V.E. Bookman 
Mankato, m S6001 

IMPOETANS': SIPAHJ^TE AND DO NOT RETURN LETTER WITH THE OPINIONNAIRES 
1 
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CD I/^ , "mt> •■vol #M»rt«ii!»y •mttovif" 



OEESIOtaTAIRR ONS 




peopl© 4iff or In the ways thoy tMhk about those with whcq thoy woric, 
Thio wy ba Important in working vith othors. Pleaso give your inaodiat« 
first reaction to the itcas oa. the f ©aio-^g pag*. 

■ ■ fj . ' 

Oft the following pago ar© pairs of words 'iBldch are opposite in 
»ejmtoS» «««ch ao Very Neat and Not Neat, Xou «ro -asked to doserf.be 
soooono with whoa you have workcfd by placing an "X" in one of the 
eight spaces on tho lijao between the two words. 

Each space represents how well the adjoctivo fits the porooo you 
are doscriblns, as if it woro wrftteni I 

V«s4 Hea t I X \ ^i^^l..,^ t i _ t y Neat 

Vevy Quite Saao- Slightly Bmo- Quito Very 
Neat Heat what Noat Unlddy what Untidy Untidy 
IJoat Untidy 

For cesKTOloi If you were to dosciidbo the person with whoa you are 
able ^wSlLeact wollf and you ordlnas^ly thlnls ©f Mu as bolus quite 
neat, you wetad put an "X" ±ci tho secratid spaiso from words Vesy Noat,, 
ao done.idth "X" above. 

If you ordinarily iMnk of the peroen wl-Ui vhaa you cm work 
loaot woll as bolng only slightly neat, you w®^d put your ao 
foVL&im 

Very Heat ^t__i t i i Not Heat 

-rg ^ ^ ^ ip- 3 E 1 

Vory Quite Soco- Slightly Sogo- Quite Very 
Heat Neat what Heat Untidy wimt Untidy Untidy 
Heat untidy 

If y©u think of hia as belni^C^^^ unti^ , you would use tlio opaee 
nearest ttie werdo IJot Neati 

Very Heat , „t t » ! , «-.---_»-__-»-JL»JJ®^ 

. Vory Quite Scdo- Slightly Seao Q^te Very 
Neat Neat what Heat Untidy what Untidy Untidy 
Neat ' Untidy 

Loc^c at the words at both ends of the lino bef ere you put in 
your «»X"r Please roa«aber timt there are ®£ P2H2E»»H-= ■ 

Work rapidlyi your first answor io likoly to So tiio boot, pioaae do/ " 
not OBAt any SJteewi, and tuork each itea cmly once, 

Nowt think of «ie eBroloyeo of your sehool dlistriot wte -^m ^ 
worls leaat woll, in yoor Jbb oituatioa. Ho nny be secooio you w^ 
trat now,' oFH nay be smeone you know in the past. 



R« does not have to be the person yon like least well* but 
shoiild be tfao person nitb whoa you had the most difficulty In , 
getting 4 job don9« Doscilbe this person «s he appears to youi 

Pleaa^t ^^___ji_t^ti^i _^ , t ti. Unpleasant / 

7 ^^ nr 3^ 3^ TE^ 

Friendly _..y t:^. : r ;.t "t?"; .t _ i... ' t , :. Ttofriondly 
Rejecting t i t t t t t Accepting 

^ -J- -y -y- , 

Helpttq' t _ I • » ^ t ^t ^_t Frustrating 

5^ TP 3^ , 

Unbnthaslastic _^_i '^i_i^ .«_«_• EnthusiasUo 

1 3^ TjT ^ ^ "7^^ "5"^ 

Tense _t_^t_i_^i .i ^i .i ^ Relaxed h 

1 ~5" "Zp 7 Tf" ' 

Distant t ' t t i t t .^ Close 

1 2 3 -TT 7 

Cold t t t t f t i_ Warn 



' ' ■ ■ ■ ' ' 

T" "X" T" Tp "3" '7''^T5~' 



Ceoperatiire^ t . t ^ t , t ^ t . t t ITncooperative 
T 3^ 3^ TT 3^ 3^ TT^ 

SuppoPtivo _^ t ^ y , t , t ^ ,,t , t t H ostile 
-y- -g- -yip 3- -jj- -J— 

Boring t_, t ^ t , t , t t t Interesting 

jT TP 3^ / 



Htmionions 



QuanrelsoiBe t t 1 t t t t_ 

"T"^ 3" "T" ""5 7"n3r" 

Self-assured _i 1 i_i t^t ^1. Hesitant ' 

3^ 3- 3- 3" " a 

Efficieot I ^i_^i t t / I t Inefficient 

Gloony «_i_.i_i_?_i_^i_i Cheerful 

i^^~TP3^^Br3^.Tr^ 

Osmn ,1 t t t t t ^1 Guajfded 

8 7 3^ 3^ 3^ 
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Deseribft th» atmosphsro of^ yotp? group of •oployMs In yow 8chool( a) i 

; ^ Friendly ,^,^,_^,^,^,^,^ Wrl«nday 

. ^ » Bad t t ^1 I I f ' I Good . 

Warthl«ss t ^^ r t ; T t i Val^iabla 

■ Dlataat _t . ' t _ f t i Close 

IT 3" TT ^ T 

WM?a _^t^i t i Cold 

Quawelactto t t ■ t i t t t Harmcaiioaa 

Self-rfcaanred I i i i i t i .Hesitant 

Bffiaent i_t - I t_t t t Inettieient 

"T^ "T" "T^ -3- TP "T -X^ 

^ . Glooaqr_^j I ^^1 ^ I ,^ I I I Cheerful 

d-, ^Sr 

FUSASE Fnii IK THIS IMPCCHATIOHt 

Cirelt A B or c and eooplete inforra&tion behind your presant positioni 

A* StQMKdAtendent E nr<ai«ent and T eadhera (Oistriot Total) 

S0 Elcrn* Prlneipa l E nrolimnt and T eachers /Your Bnllding^ 

C» Sec* principal S nrollaent and T eachers (Your Btdldtog) 

Tcwr total years of eocperience as an administrator C ount 7^5 as i 

Tow age : • Tears in yofur cnrreni position C ount 74-7Jtxas 1 

FCR SW?SBaM&a>'BmSt How niny hoTira per week woold yon estimate yon spend 
In infoKttal and taeaal conferences with your principalsT Circle one below. 

F<B FI£CKCZPAtdt Eoir many honrs per week wotUd yoii estimate yon spend in 
inf omal and fonul oonf eranees vith ycur superintendent? Cia^le one below. 

,r Bcvors per Week in Conferences 1 2 3 4^ 5 6 7 8 or more 

»(W«t FOteEf TO DBiyiCH CC«E^ 
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Table A 

Group AtsRosphesre Distrlbutlcn 
by Cricntatlm 



Count GROUP ATOOSPHERE BY GRlEtlTATIOgi 

Row Pet 



CoXPct 
Orlontation Tot Pet 


I 


n 


HI 


17 


Row 
Total 


Task Oriented 


12 


17 


18 


23 


70 




17«1 




25.7 


32.9 


23.0 




21.8 


20.2 


17.8 


35.9 






3.9 


5.6 


5,9 


7.6 




Integrative oriented 


31 


53 


60 


22 


166 




18.7 


31.9 


36.1 


13.3 


5^.6 




56.^^ 


63.1 


59.'^ 


3^.4 






10.2 


17 .'^ 


19.7 


7.2 




En^loyeo Oriented 


12 


1^ 


23 


19 


68 


17.6 


20.6 


33.8 


^7.9 


22.if 




21.8 


16.7 


22.8 


29.7 






3.9 


^.6 


7.6 


6.3 




Coluon 


55 




101 


6tf 


30'f 


Tol^ 


18.1 ^ 


27.6 


33.2 


21.1 


100.0 



Chi Square » 15«272 ^tb 6 Degrees of Freedom} Slgnifloanee " 4 0182 
T^>V^A5 ■ 0,025 (0.05 level of significance for two-tailed test) 
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Tabid B 

AAalyais of Covmriancd for Ago 

vith Adnlnistrative Exporlonoo 



Sum/3citu)(ro9 Sinn/Saviia^os 

Senrco df T3f (Duo) (Ab6ut> df Scwaro 

(Botwoon) 2 ^K)96»l 

(Within) 301 19325.6 92&f.8 lOOlfO.8 300 33.5 
Troaticent & 

B»or (Total) 303 23^21.7 12026.1 11395.6 3^ 

Difference for Testing Adjusted 

Treatttont Meansi 135'^.9 2 6??.^ 



NDII, .HXPCTHESISi NO DIFPEHENCE AMONG TREATMENTS AFTER ADJUSTING WITH 

COVARlAHTES. 

F (2,300) = 20.2if0 F>4.61«0.01 

TABLE (F CCEFFICIE?1TS WITH AGE 

Cotrffioiwit Stand. Errep T-Value 
TreatiBierit ' 
(Between) 1.2168 

Error 

(Within) .5516 ,0331 16.6558 

Treatment & 

Error (Total) .6030 .0338 17.852* 
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Table C 

AoalTsls of CoTari*ne« for Ag« 
vlth Cum>ent position T««r« 



Soorea 
TroAtnent 

(BOtlMOtt 

(Within) 



■ D ' sm/squM'ot sim/sqti»r«8 MMn 
dC IT (Due) UbonbV df Squiy 



88,0 



301 11256.8 39«f2.6 731^.2 300 2«f,ft 



j»rop (Total) 303 H3Vf.8 3900»9 7^3.9 302 



Dlff ortnc* f «CP Testing Adjvisted 
Treatiaent Hewfi 



129,8 



2 6l|'.9 



HTOL EIPOIBESISi HO BIKPERENCB iMOKG ^BiMMBIJIS AFTER AJWUSTIHG WITH 

CCVABIATESf 



P (2,300 « 2,66li P>2.30 " 0.10 



TABts; (ffl dcmvnmts with ace 

Coeffieient Stand. Error 
Treatjaent ' 
(B»tH»«n) .152^ 



(WltMn) 

Tre«t»ent & 
Error (Total) 



.359^ 
•3*3^ 



.0283 
.0273 



T-Yolne 

32,7166 
32.5801 
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